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EXECUTIVE SUMMARY 

PURPOSE 

When Congress authorized Job Training Partnership Act (JTPA) programs in 1982, ft mandated 

that coordination between agencies operating JTPA programs and other agencies play a central role in 

the organization and provision of services. The purpose of this report Is to assess the role of program 

coordination in enhancing JTPA program effectiveness and efficiency. Specifically, ft is intended to: (1) 

identify major strategies and characteristics of coordination, (2) assess the relative advantages and 

disadvantages of coordination, (3) identify factors that are effective in promoting and enhancing 

coordination, (4) assess legal, administrative. and other barrfers to coordination, and (5) propose specific 

actions that might be taken at the federal, state, and local levels to facilitate better integration of 

programs. 

BACKGROUND 

Under JTPA Title II-A, employment and training services are provfded by over 500 local service 

delivery areas (SDAs). These services include classrcom and on-the-job training, job search assistance, 

and remedial education. The Act mandates that SDAs coordinate the provision of services with other 

human service agencies sewing dislocated, unskilled, and economically disadvantaged indfviiuals. 

In this report, coordination refers to skuations where two or more organizations work together, 

through a formal or informal arrangement, to meet one or more of the following goals: (1) improve the 

effectiveness of programs, (2) improve the cost effectiveness of programs, (3) avoid unnecessary 

duplication of services, and/or (4) improve measured performance on outcomes of interest to the 

program administrators. 

Coordination efforts can vary In complexfty. The simplest form of coordination is the sharing of 

information by two or more programs, Other forms of coordination include joint planning, coordinated 

referrals, and coordinated provision of services. The most complete form of coordination is program 

integration, where two or more programs merge their funding and jointly conduct outreach, assessment, 

service provision, and placement. 

Some agencies are required to coordinate certain activities with JTPA, while others do so on a 

vduntary basis. At the state and local level, there are a variety of other programs/agencies with which 
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JTPA programs may coordinate, including: (1) the employment service, (2) welfare programs, (3)

academic education, (4) vocational education, (5) economic development, and (6) vocational

rehabilitation.

This study cdlected information on the experiences of agencies involved  in coordination

projects. The study began with a review of the literature on JTPA coordination. This review synthesized

findings from over 100 articles and reports. To obtain more recent and more detailed information,

telephone interviews were conducted with staff from 60 coordination projects, and on-site case studies

were conducted for nine of the projects.

A total of 252 coordination projects were identified by the Employment and Training

Administration’s regional offices. Sixty  projects, representing a wide  range of agencies, were then

selected based on the type and extent of coordination, urban/rural setting, region, and target group

affected. The same criteria were then used to select nine of the coordination projects for case studies.

RESULTS IN BRIEF

Our research indicates that there is a great deal of diversity in coordination  ‘models’ and

strategies. Most of the program officials interviewed stated that the advantages of coordination

substantially outweigh the disadvantages. Interviewees cited many advantages both for the client and

the agencies invdved in coordination. The majority  of coordination efforts reported either no

disadvantages to coordination or only minor ones. The most significant disadvantage Is the amount of

time and effort required to plan and sustain successful coordination.

Our conclusion about the generally positive  returns to coordination, which is consistent with

findings from other studies, provides  a strong rationale for agencies at federal, state, and local levels to

take steps to promote coordination. While many agencies across the country are actively involved  in

coordination projects, there is still  much that can be done at all levels of government to strengthen and

expand coordination.

PRINCIPAL FINDINGS

1 . Wide Diversftv  of Coordination Model8 and  strateqies  Exists

Our study of the practical experience of state and local agencies with coordination efforts reveals

diversity among coordination ‘models” and several dimensions which characterize coordination  efforts:

. "top-down'  versus 'bottom-up'  coordination: the initiative to coordinate may either be
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locallydeveloped (‘bottom-up’ coordination) or may be encouraged or imposed by 
federal or state officials (Yopdown’ coordination); 

b: coordination efforts may involve as few as r - 
two agencies or many other independent agencies; and 

. &oree of inteoration: coordination efforts vary considerably in terms of the types of 
acttvkies coordinated and the extent of coordination (e.g., in some efforts agency 
budgets and lines of authorky remain largely untouched, while in others funding and staff 
responsibility are shared or poded). 

2. Advantaaer of Coordination Substantialfv Outwekh Disadvantaaea 

Throughout our case studies and telephone interviews, a consistent theme emerged: the 

advantages of coordination substantially outweigh the disadvantages. Interviewees eked many 

advantages both for the client -- particularly better access to a wider range of services and a reduction in 

the barriers to accessing services - and for agencies invdved in coordination. Agencies benefit In a 

variety of ways, lnduding the fdlowing: 

. access to addltional resources: 

. abilky to secure additional public and/or private funding; 

. greater flexibility in using funds; 

~ . ability to offer a wider range of set-&es targeted on client needs; 

. increased knowledge and communication among agency staff; 

ability to share credit for dient outcomes; 

. ability to place dients (through other agencies) at little or no additional cost; 

. Increased operational efflclency and reduction of dupllcatfve agency efforts; 

better tracking of services received by clients and client outcomes; 

. enhanced ability to serve mandated target groups; 

. improved image wkh clients, employers, and the community; 

. specialization In areas of expertise; 

. enhanced performance outcomes; and 

. cost savings through elimination of duplicative efforts 

3. Dlsadvantaaer of Coordination Are Retatlvelv Minor - lime and Effort In Planning 
b na Coordination Cited as Most Sianificant Diaadvanta~ nd Susta ini 

The majority of coordination efforts studied reported no disadvantages to coordination or only 

minor ones. The most significant disadvantage is the amount of time and effort required to @an and 
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sustain successful coordination. Most staff of coordinating agencies view such meetings and other 

regular interagency communication to be an unavoidable cost of coordinating services. Time spent 

attending to additional paperwork is also frequently mentioned as a cost. Disadvantages to the agencies 

are more significant than disadvantages to the clients, The latter consist primarily of the potential for 

completing additional forms or problems of access to services. Other disadvantages to agencies 

include: 

loss of autonomy in decision making; 

need to resdve interagency conflicts; 

need to maintain new operational procedures, client Rows, and information systems; and 

potential inefficiencies of out-stationed staff. 

Some of these disadvantages may be ameliorated as agencies become more accustomed to 

dealing with one another and as the time needed to sustain coordination is reduced. 

4. No Slnale Factor Is Essential to Coordination. but a Varletv of Factom Promote 
Successful Coordination 

Interviewees identified many factors that promoted coordination. Some factors - such as high- 

levd pdltical support -_ are more important than others. None of the factors Is essential, but most are 

important to successful cwrdlnation efforts. Among the major factors that promote coordination are the 

fdlowing: 

. 

. 

. 

. 

5. 

high-level political support at the federal and state levels, as well as support from agency 
and community leaders at the local level; 

cooperative attkudes among managers and staff at state and local agencies; 

decreases in funding and funding shortages, or the availability of new program funds or 
funds earmarked for coordination; 

mutual needs and common goals of agencies, particulany related to sewing clients 
df0CtiVdy; 

a previous history of coordination; 

mechanisms to build consensus and to resdve contIicts that may arise during planning 
and implementation of coordination efforts; and 

cdccation of facilities. 

Aaencies Encounter Administmtive. Leaal. and Other Barrier8 to Coordination 

All of the successful coordination efforts that we reviewed encountered some barriers to 

coordination. The most common banters are “tur? issues and ignorance or dislike of the philosophy or 
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operations of other agencies. We suspect that these barriers play a significant role  in thwarting many

potential  coordination efforts before they are seriously considered. These barriers are generally

overcome in the successful projects by getting to know  and understand the other agencies invdved. I n

many successful examples of coordination, the key agency staff knew each other well before

coordination efforts were undertaken; in other cases, pressure from the governor or an agency head

forced agencies to work together while the agencies worked to understand each other’s programs.

Legal issues were not commonly cited as barriers.  Among the legal barriers cited are the

following:

. eligibility  restrictions;

. restrictions  on uses of funds; and

client confidentiality requirements.

In some cases, special legislation or waivers are required to help the agencies coordinate.

Administrative  barriers were encountered at some agencies, including the fdlowing:

. restrictions on obtaining credit for services and results;

difficulty in working  with staff from other agencies;

. different geographical boundaries for coordinating  agencies;

. incompatible forms and management information systems;

incompatible procedures;

long-term leases and space limitations; and

. tines of authority.

Perhaps the most common administrative barrier Is that agencies often have different  perspectives on

performance and services to clients. In the past year, the Department of Labor has sought to encourage

services  to the hard-to-serve while retaining the performance standards system. To some extent this may

help welfare programs coordinate with the JTPA system.

Among the other barriers to the establishment or maintenance of coordination cited are the

following:

. fear of loss of agency autonomy or function;

. distrust of other agencies;

. lack of ownership;
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. lack of political or administrative support; and 

the time and effort required to ptan and implement cwrdination. 

RECOMMENDATIONS 

While many agencies are actively involved in coordination projects across the country, there is 

still much that could be done at the federal, state, and local levels to strengthen and expand 

coordination. All levels of government can and should take steps to increase collaboration among 

agencies, but none need be held back by inacticn at other levels. Some of the recommendations that 

emerge from this study can be Implemented quite easily, particularly the ones which require no new 

legislation. The recommendations requiring new legislation are likely to enhance signkicantly the rde of 

coordination in deiivery of employment services and other social services at state and local levels. 

1. At the Federal I eve1 

In general, steps should be taken that increase the likelihood that state and local level officials 

will dedde that tt is in their own interest to coordinate. Presumably, self-interest can help to overcome 

omhiprewnt “h.H concerns as well as the frequently present personality problems and distrust 

Under current law, the federal government can continue to play an important role In promoting 

cwrdinatlon by providing high-level support for cwrdination and by expanding its efforts to provide 

technical assistance to states and localities. Specifically, the fdlowing are recommended: 

* expand efforts to document and communicate information about the beneftts of 
cwrdination; 

. continue provkling support and encouragement for state and local offkcials in their efforts 
to coordinate JTPA programs and other programs; 

. provkte flexiblllty for coordination to state and local level officials charged wkh 
implementing federally-funded programs; 

. increase federal efforts to insure that Innovators will not be worse off for taking chances; 

. increase federal efforts to encourage the use of state and local bodies whose mission is 
to promote cwrdination; 

. set an example by wntlnuing cwrdination at the national and regional levels; 

. provide information on successful exampfes of coordination; and 

. provide technical assistance, guidance, and problem resolution for states and localities 
on designing and implementing coordination. 
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The Department of Labor and other federal agencies could make several changes to existing 

legislation or regulations either to promote coordination or to reduce barriers to coordination at the state 

and local levels, Particular emphasis should be placed on the fdlowlng areas: 

increase flexibility in using funds to cwrdinate; 

. mandate coordination for other human service programs; and 

develop common definitions of terms. 

There are several steps that the Department of Labor and other federal agencies could take to 

further test innovative approaches to coordination: 

continue provkting financial support for demonstration projects and other innovations; 
and 

conduct a national evaluation of the cost-effectiveness of coordination. 

2. At the State Level 

States also play a key rde in promoting coordination and in helping localities to overcome the 

various barriers to coordination. The role of the state -- particularly the governor and state agencies 

responsible for employment and training, education, vocational rehabilitation, welfare, and other.social 

sewices -- can often be critical in providing the political support and resources that are necessary for 

agencies to become invdved in coordination efforts. 

Under current law, there are a variety of steps that states might undertake to promote 

coordination and to assist localities in overcoming barriers to coordination. 

. provide high-level support for coordination; 

strengthen statewide coordinating committees; 

. provide localities wkh technical assistance and problem resolution; 

promote compatibility/integration of automated information systems; 

provtde for cross-training of staff; and 

. encourage strengthening of local level coordination efforts. 

States could make several changes to exlsting legislation or regulations either to promote 

coordination or to reduce barriers to coordination at the state and local level. Particular emphasis should 

be placed on the following areas: 

. use the JTPA performance standards system to encourage coordination; 

. mandate joint planning and coordination among state agencies; 
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. make geographical boundaries of state and local programs coterminous; 

provkle greater flexibility in sharing credit for outcomes across agencies; 

There are several steps that states could take to further test innovative approaches to 

coordination: 

provide funding/grants for innovattve coordination projects; and 

. provide funds for documentation and evaluation of innovative coordination projects. 

3. At the Local Level 

This study, and others that preceded it, estabfishes the critical role that localities play in 

developing and implementing coordination projects. Local agencies are generally on the front-line in 

most coordination projects (even those that are ‘topdown” models of coordination). There are a number 

of things that can be done at the local level to foster coordination: 

develop an understanding of the objectives and operations of other programs; 

increase joint planning among local agencies; 

. introduce cross-training of stat and 

document and evaluate coordination efforts. 
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CHAPTER 1 

INTFtODUCTfON 

A recent study conducted for the U.S. Department of Labor’s Commission on Workforce Quality 

and Labor Market Efficiency noted that there are 14 federally-funded programs which provide 

employment and tralnlng services to over 7 million Americans annually.’ The Job Training Partnership 

Act (JTPA) is the major federal program which sponsors training for economicallydisadvantaged youth 

and adults and dislocated workers. When Congress authorized the JTPA program In 1982. it mandated 

that coordination between JTPA and other agencies play a central rde in the organization and provislon 

of services. The JTPA Advisory Committee has emphasized the importance of encouraging coordination 

between JTPA and other human service programs: 

In this era of budget stringency, particularfy. we should no longer accept a fragmented, 
uncoordinated approach to the delfvery of human services. It is ineffective, wasteful and 
rustrates the consumers of these services: both those who seek training and their potential 
employers.’ 

This report presents the ffndings from one of the efforts sponsored by the U.S. Department of 

Labor to help better understand the costs and benefits of coordination and the barriers and factors 

promoting coordination. Based on telephone interviews with 60 coordination efforts, nine on-site case 

studies of coordination, and a review of the literature. the report provides a summary of the major 

findings. In ad&Ion, the report provfdes recommendations for federal, state, and local actions to foster 

coordination. 

This chapter begins wkh an overview of the programs authorized under the Job Training 

Partnership Act. It then discusses the statutory provisions which require coordination of JTPA program 

activities and provides a review of the various programs that may be linked with JTPA. The chapter 

concludes with an overview of the study and outfine of the report. 

‘Burt S. Barnow and Laudan Y. Aron (lB%), ‘Survey of Government-Prow&d Training Programs’ In 
lnvestina in PeodQ Background Papers Vdume I. Washington, D.C.: Commission on Workforce Quality 
and Labor Market f%ciency, pp. 493-564. 

*The JTPA Advisory Commfttee to the Secretary of Labor (1989). Workina Caoital: Coordinated Human 
Investment Directions for the 90’5, Washington, DC.: U.S. Department of Labor. p 4. 
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A . The Job Training Partnership Act

The Job Training Partnership Act, Public Law 97-300,  was enacted by Congress on October 13.

1982  and replaced the Comprehensive Employment and Training Act (CETA) as the nation’s major

employment and training legislation. JTPA programs became effective in October 1983  after a year of

transition.

The major components of JTPA are authorized in Titles II through IV of the Act, and their

functions are described below.

1. Tftle  II-A: Trainino  services for Fconomiulfv Disadvantaged  Youth and Adults

Title  II-A is the largest component of JTPA. It authorizes the provision of employment and

training services through approximately 600  local service  delivery areas (SDAs)  to economically

disadvantaged youth and adults. The term ‘economically disadvantaged’ Is defined primarily on the

basis of family income and receipt of welfare. Most lndiviiuals qualify by receiving  cash welfare

payments (AM to Families with Dependent Children [a fdc ] ,  general assistance  [GA], or Supplemental

Security income  [SSI),  food stamps, or by having family Income less than poverty level or the lower

living standard  income level in the six months prior to enrollment. Although JTPA permb a number of

activities  (sae Sectlon 204 of the Act), the most common activities  provided are classroom training (both

occupational and basic skills), on-the-job training (OJT),  job search assistance, and work experience

(although there  are statutory limits on the funding that can be  used for work experience).

An important feature of JTPA Is the mandatory Involvement of the private sector through private

Industry councils (PCs). Members of the PlCs  are nominated by general purpose business organizations

(such as the Chamber of Commerce) and selected by the  chief elected official(s)  of  the SDAs. ~

Representatives  of the private sector must comprise a majority of the members of each PIC.

Title  II-A also includes two special  programs that are funded by designated shares of a state’s

Title II-A funds (Section 123). Eight percent of the funds are reserved for state education  coordination

and grants. At least  percent of the eight-percent funds must be used to provide  services  to ellglble

participants through cooperative  agreements between  the state and lts admlnlstratlve  entities  and local

education  agencies In the state. Up to 20 percent of the eight-percent funds can be used for

coordinating JTPA programs wfth  education  programs.
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Three percent of the Title II-A funds are reserved for programs for dder indivkfuals. defined as 

age 55 and above (Section 124). These programs may be operated through agreements with public 

agencies, nonprofii private organizations. and private business organizations. 

2. QQ Tffl II-B: mm rY 

The Tile II-B program provides for subsfdized summer jobs and training opportunities for 

economically disadvantaged youth ages 16 through 21.3 Unlike the Title II-A program, the Tile II-B 

program does not have limits on subsidized employment. Basic and remedial education is authorized. as 

well as classrwm and on-the-job training, 

3. er Tnl III: ted Work 

The Tile Ill program is a state and local program that serves dislocated workers through 

classroom training, on-the-job training relocation assistance, pre-layoff assistance, job search assistance, 

and other means. The eligibility requirements for Title Ill programs are not as specific as the 

requirements for Tile II programs; states have considerable flexibility in determining which dislocated 

workers they choose to serve. Congress amended Title Ill in 1988 with the Economic Dislocation and 

Worker Adjustment Assistance (EDWAA) Act. Under EDWAA. states are requirad to pass through funds 

to SDAs (or,other local entities), and to place emphasls on training rather than job search assistance. 

4. Tile IV: National Proaramq 

JTPA also includes several national programs for speckic target groups, the Job Corps, and pilot 

and demonstration programs. The major national programs are described briefly below. 

Native American Prwmms. The Native American programs provide support for 
employment and training programs for Indians and other indigenous groups. 
Grants are made to tribal organizations or other organizations representing 
Native Americans. 

Ms. These programs are intended to i n 
assist migrant and seasonal famorkers obtain year-round employment in 
agricultural or nonagricultural jobs. Act’Mes include training, job search 
assistance, and counseling. 

’ SDAs may also serve youth ages 14 and 15 V appropriate” and ff provision for serving such youth is 
made in the SDA’s job training pan. 
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Job Cores. The Job Corps is a residential program for economically 
disadvantaged youth. The program provides basic skills training, occupational 
training, and communky services. Although the Job Corps is primarily a 
residential program, provision is also made for some nonresidential participants. 

Pilots and Demonstrations. JTPA authorizes the Secretary of labor to conduct 
pilot projects and demonstrations. These projects often are used to encourage 
the provision of services to hard-to-serve groups and to test innovative 
approaches to training. 

B. Coordination Required Under JTPA 

The term coordination refers to situations where two or more organizations work together, 

through a formal or informal arrangement, to meet one or more of the fdlowing goals: (1) improve the 

effectiveness of programs, (2) improve the cost effectfveness of programs, (3) avoid unnecessary 

duplication of services, or (4) improve measured performance on outcomes of interest to the program 

administrators. 

Coordination has a number of dimensions, and the extent of coordination can vary along each of 

these dimensions. For example. the simplest form of coordination is the sharing of information by two or 

more programs. Other forms of coordination include joint planning, coordinated referrals. and 

coordinated provision of services. The most complete form of coordination is program integration, where 

two or more programs merge their funding and conduct outreach, assessment, service provision, and 

placement together. 

JTPA places a great deal of emphasis on coordination. There are over a dozen references in the 

statute that require cwrdination with other organizations. Although JTPA’s predecessor, the 

Comprehensive Employment and Training Act (ETA), also required coordination. the greater role of 

states under JTPA and increased concern about avoiding unnecessary duplication between JTPA and 

other programs serving the same target groups (such as AFDC and vocational education) have led to 

more emphasis on coordination under JTPA. Some of the key statutory provisions regarding 

coordination are: 

. Section t@t(b)f7). This section requires each SDA to describe in fts job training plan the 
methods it intends to use to comply with the coordination criteria specified in the 

_ governor’s coordination and special services pan. 

SectiOn tONbUE& When a labor market area contains more than one SDA. this section 
requires the SDAs to expfain in their job training plans how they plan to coordinate their 
outreach, services, and placement strategies. 
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Section 106(b)(l). This provision permks the governor to disapprove a SDAs job 
training plan ff the plan does not indicate how the SDA will comply wfth the coordination 
criteria specified in the governor’s coordination and specfaf services plan. 

Section 121, Section 121 requires governors to prepare an annual COOrdimtiOn and 
special services plan for submission to the Secretary of Labor. The plan is to establish 
criteria for coordinating JTPA acthrities under Title II and Title Ill with state and local 
programs invdved in education and training (including vocational education), public 
assistance, vocational rehabilitation, economic development agencies, the employment 
service, and other state and local agencies providing related human resource services. 
Activities that the governor may provfde include: (1) information to SDAs. (2) special 
employment and training model programs, (3) programs and services for offenders, (4) 
specbl funding and programs for rural areas, (5) training in the areas of energy 
conservation and efficient use of energy, (6) dislocated worker programs, (7) industry- 
wide training, (6) information on the labor market and the economy to SDAS. and (9) 
statewide programs which provlde for joint funding of JTPA and other programs. 

Section 122. This section establishes the State Job Training Coordinating Council 
(SJTCC). The SJTCC is charged wkh assisting the governor in developing. 
implementing, and assessing the coordlnatlon and special services plan. Duties of the 
SJTCC include reviewing the state’s vocational education plan. devefoping linkages with 
other programs, and coordinating activities with PICs. 

Section 123. Section 123 estabfishes the eight-percent Tftle II-A setasfde for education 
grants and coordination. The section requires that at least 69 percent of the funds be 
used to establish cooperative agreements with state and local education agencies. Up 
to 20 percent of the eight-percent funds can be used to promote coordination of 
education and training services. 

~ . Section 204(26). This section permits SDAs to coordinate actfviiles with other federal 
programs. 

In addition, the Carl Perkins Vocational Education Act includes various references to coordination 

with the JTPA program. According to Lewis’: 

The Perkins Act contains 22 specffic references to JTPA. Most of these are designed to 
increase communication and joint planning. For example, one member of the state council on 
vocational education shall also be a private sector member of the state job training coordinating 
council and ‘due consideration’ shall be given to appointment of indfvkfuals who serve on a 
private ktdustry council under JTPA (Sec. 112 [a]). 

The state plan for vocational education must describe the methods proposed for joint 
planning and coordination with programs conducted under JTPA (Sec. 113 [b][lO]) and be 
furnished to the state job training coordinating council for review and comment at least 69 days 
prior to the submission to the Secretary of Education (Sec. 114 [a][l]). At the local level. 
applications submitted by educational agencies for Perkins funds must likewise describe 
coordination with relevant JTPA programs and be avaiiabfe for review and comment by the 
appropriate administrative entity of the service delivery area (Section 115 [a][b]). 

‘Morgan Lewis, et.al., Wcational EducationJTPA Coordination: First Annual Report.’ Ohio State 
University National Center for Research in Vocational Education, 1967. 
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Finally, many of the amendments to the Wagner-Peyser Act contained in the JTPA legislation 

were designed to promote coordination between the public employment service and SDAs. The 

amendments include: 

A provision for state funding of the employment sewice on the same cycle as the job 
training programs authorized by JTPA. 

. A requirement that state employment service activities at the local level be planned jointly 
wfth the job training delivery system established by JTPA. Under the new law, certain 
components of the local employment sewice pian must be formulated jointly with 
appropriate private industry councils and chief elected officials within each of the service 
delivery areas established under JTPA. 

A requirement that local employment service Hans be reviewed and certified by the State 
Job Training Coordinating Council. 

A provision for the Governor to review the state employment sewice plan and propose 
modifications to it. This provision emphasizes the transfer of program management from 
the federal government to the states. 

A requirement that 10 percent of a state’s Wagner-Peyser allotment be resewed for 
discretionary use by the Governor. Under Section 7(b) of the Title V amendments, 10 
percent of each state’s Wagner-Peyser base grant allocation is to be resewed for use by 
the Governor to provide any of the fdlowing: performance incentives consistent with the 
Secretary of labor’s performance standards, services to groups with special naeds, 
[and] the extra costs of exemplary models for delivering labor exchange sewices...Wffh 
respect to earmarking funds for use in provkfing ‘services to groups with special needs,” 
the law speckles that such sewices be carried out pursuant to joint agreements wfth 
appropriate private industry councils, chief elected officials, other public agencies, and 
private nonprofit organizations. 

C. Agencies that Can Coordinate with JTPA 

For coordination to occur, there must be at least one other agency or program willing to 

coordinate. Some agencies are required to coordinate certain activities with JTPA, while others do so on 

a vduntary basis. In this section, we discuss some of the more likely candidates for coordination wfth 

JTPA, 

The employment service, authorbed by the Wagner-Peyser Act, provides assistance to 

members of the labor force in need of jobs. The program is operated through state agencies, and is 

sometimes called the ‘Job Service.” The employment service most commonly serves as an intermediary, 

obtaining job listings from employers and referring suitable applicants. Many states also use the 

employment sewice to provide counseling, and aptitude and skill testing. Another important function of 

the employment sewice is developing and disseminating labor market information. State employment 
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sewlces have traditionally had a range of linkages wkh federally-sponsored empioyment and training 

programs. 

Welfare program& particularly the Ad to Families with Dependent Children (AFDC) program, 

also have a tradition of coordinating with employment and training programs. Section X)3(b)(3) of JTPA 

requlres SDAs to serve AFDC participants on ‘an equkab(e basis, taking into account their proportlon of 

economically disadvantaged persons 16 years of age or dder.’ In addition, the Family Support Act (FSA) 

of 1966 requlres states to replace the Work lncenttve Program (WIN) with a Job Opportunities and Basic 

Skills (JOBS) program by October 1993. This leglslatfve initiatlve should further strengthen the links 

between employment and training and weffare programs. FSA promotes seff-sufficiency through (1) 

emphasbing basic education and training to prepare for employment, (2) extending benefits such as 

child care and health coverage during the transition from pubfic assistance to self-sufficiency, (3) 

providing reimbursement for job-related expenses such as transportation. and (4) promoting family 

responsibilitles’through stronger child support enforcement regulatkxts. 

Educetion progmmr, both academic and vocational, form another natural constituency for 

linkages. Although provision of basic skills training has not been a widespread activity under JTPA, the 

Department of Labor has made increased services to indhrifuals lacking basic skills a high priority. For 

example, the Department of Labor has recently begun collecting data from SDAs on the reading level of 

participants to see ff adjustments to performance standards can be made for sewing indivfduals lacking 

basic skills. Also, under the Administration’s proposed 1969 JTPA amendments, educationallydeficient 

indfvkfuals (I.e., those lacking in basic skills) would bs a primary target group for JTPA. 

Collaboration between puMic vocational education institutions and SDAs is also quite extensive. 

For example, Lewis’ reports that almost all (97 percent) of SDAs in the country engaged in some type of 

cdlatxxative effort wkh vocational education instkutlons in 1967. Vocational education provkfes 

classroom training that is often indistinguishabfe from the classrwm training provided by JTPA. 

While the programs listed above are likely to have the most coordination with JTPA. examples of 

other linkages can be found. The Tmde Adjuetment Aeeletence (TM) program provfdes training and 

cash assistance to dislocated workers whose job loss was trade related. Economic development is a 

“Morgan Lewis, et.al., %cational EducationJTPA Coordination: First Annual Report,’ Ohio State 
Univers@ National Center for Research in Vocational Education, 1966. 
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high priority in many states, and coordination with state Title III programs or Tie II-A programs 

sometimes occurs. Vocational rehabilitation programs provide training and other services for 

irxffvkfuals with handicaps, making coordination with JTPA programs possible. Justice agencies are 

interested in programs that provide employment and training for ex-offenders: there are some instances 

of coordination between justice agencies and JTPA, such as the Cities in Schoofs demonstration. 

Finally, it is also possible for JTPA programs to be linked with other JTPA progmmr. Examples 

of coordination between JTPA programs occur with the Title IV national programs (e.g., the Job Corps, 

Migrant and Seasonal Farm Workers Programs, Native American Programs) and the Title II-A program, 

as both programs overlap in their coverage of labor market areas. 

D. Study Objectives, Scope and Methodology 

1. Studv Obiectiver end SCQPB 

The purpose of this study, as stated In the Department of Labor’s Request for Proposals, is to 

‘rev& a wide range of ongoing program and demonstration project experiences since the inception of 

the Job Training Partnershlp Act in 1982 to identify Issues, directions. and exemplary approaches’ it Is 

intended to provfde ‘practical guidance for policy makers and program operations concerned with 

improving effecthreness of human sewice’programs through the enhanced coordination of their delivery 

system.” The focus of thls assessment is on the role of program coordination in enhancing JTPA 

program effectiveness and efficiency. This study, which draws upon the practical experience of the many 

pubiic and prhrate agencies involved in JTPA program coordination efforts, is Intended to address the 

fdlowlng study objectives: 

. Objective 1: Des&be spedfic examples of coordination between JTPA and other 
programs and MenMy major strategies and characteristics of coordination. 

. Objective 2: Identify and assess the relative advantages of coordination and the 
strategies that are effective for supporting overail policy initiatives related to coordination. 

. Objective 3: Identify and assess refatfve disadvantages of coordination. 

. Objective 4: Identify factors that are effective in promoting and enhancing JTPA 
coordination with other human sewice and economic development programs. 

. Objective 6: ldentffy and assess legaf. admlnistratfve, and other barriers which prevent 
better coordination and linkage between JTPA and other human service and economic 
development programs; 

6 



. Objective 6: Propose specAc actions that might be taken at the federal, state, and local 
levels to facilitate better integration or programs/services: 

(a) 

UN 

under current legislation; 

requiring changes in current legislation, regulations, or administrative procedure, 
or approaches to technical assistance; and 

63 ikwdving further testing of approaches to coordination by means of new 
experimental or demonstration projects. 

in addition, by examining the practical experiences of a wide range of agencies invdved in 

cwrdlnation projects we have sought to identify and describe specific examples of coordination between 

JTPA and other programs. This focus on examples of coordination that have been successfully 

implemented Is intended to provkfe administrators of employment and training programs (and other 

human services programs) - at the state and local levels -- with illustrations of the ways in which 

program coordination may be refevant to the programs that they operate. 

2. D5t5 Collection Methodolod 

The methoddogy of this study focused on cdlecting data on the actual experiences of agencies 

involved in coordination projects. The study began with a review of existing literature on JTPA 

coordination. This review involved synthesis of the findings from over 1 Cl0 articles and reports on JTPA 

coordination. This review assessed findings on the (1) extent and current status of coordination, (2) 

factors that promote coordination, (3) barriers to coordination, and (4) effective strategies and exemplary 

approaches to coordination. It also discussed the implications of recent findings on coordination for 

enhancing cwrdlnatlon of JTPA wkh other programs.’ 

Overall, the lfterature contains widely divergent conclusions about the current status of 

coordination. In part, this is a reffection of the fact that different studies were conducted at different times 

and focused on different SDAs. It Is also a reffection of the fact that there are widespread differences in 

what is meant by coordination and how tt can be measured. An overall conclusion that emerges is that 

6For a more detailed explanation of the data collection methods employed in this study, particularly the 
criteria used to select sites and the protocds for interviews, see: John Trutko, Burt Bamow, and Larry Bailis, 
‘An Assessment of the JTPA Role in State and Local Coordination Activities: Project Workpfan.’ James Bell 
Associates, Inc.. October 31, 1988. 

‘See: Larry Sailis, ‘An Assessment of the JTPA Role in State and Local Coordination Acttiles: Report 
on the Lkerature Review,” James Bell Associates, Inc.. November 30, 1988. 
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states and SDAs have engaged in many activkles to improve coordination since the passage of JTPA. but 

tangibfe progress In coordination programs has been uneven, often relatively modest. 

The literature review indicated that data on cwrdination was either Insufficient or tw 

inconclusfve to effectively address the major study objectives. The literature review also suggested that 

data cdlection activsies should focus on the practical experience of current coordination efforts. It was 

determined that the most effective method for generating the necessary breadth and depth of 

understanding about coordination was to conduct a combination of telephone and on-site case studies. 

As a result, the plan for data collecting included telephone intervfews wsh a total of 66 coordination 

projects and on-site case studies with a subset of nine of these projects. 

To generate a list of candidates for telephone and on-&e vlsks. a request was made to the 

Department of Labor’s 10 reglonal offices to provide recommendations of 15-20 possible coordination 

&es for study. The regional offices responded by nominating a total of 252 coordination projects from 

across the Unhed States. 

Through our review of the literature and discussions with experts, we identified several 

dlmenslons to categorize JTPA coordination projects, incfuding (1) type of JTPA program, (2) type of 

other’program coordinated with, (3) target group, (4) type and extent of coordination, (5) perceived 

success of the cwrdlnation, and (6) geographic area. 

In sefectlng projects for the 60 telephone interviews. a matrtx was developed wfth each of these 

dimensions. Projects were analyzed (from the brief reports submkted by the regions) across these 

dimensions. An attempt was made to in&de a diverse sample that covered all the major JTPA and 

other human sewice programs, a variety of target groups, and a range of coordination intensity. We 

tended to oversample projects that appeared more intensive and more successful. Although more rural 

programs than urban programs were nominated, we selected a higher proportion of urban sites for the 

telephone sample because a higher proportion of JTPA effgibfes and participants are located in urban 

sftes. Tabfe l-l lists the 60 projects that were selected for telephone interviews. 

in selecting nine projects for on-site study from the 60 telephone interviews, we wanted to assure 

significant variation among projects selected. We were particularfy concerned with the following 

dimensions: 
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TASLE 1-l: Coordination Projects Selected for Telephone lntervieus 

*L 
AR 
AZ 
AZ 
AZ 
CA 
CA 
CA 
CA 
CO= 
co 
CT 
CT 
CT* 
OE 
IA 
IL/NT 
KS 
K” 
K” 
K” 
LA 
I*) 
“E 
“E 
111 
NI 
nw 
NS 
NS 
NC 
NO 
YE 
NE 
NH* 
NJ' 
YJ 
"J 
NJ 
Y" 
01: 
cu 

PROJECT TITLE 

Project Genesis 
YeId F"t"reS 
Arizona Cnnnity Service Integration Project 
Arizona York*! 
lavapai Cw.nty Food Starrp York Search Program 
Bridge Project 
High-Risk Youth (Cslifornia) 
~epa Cotmty EmpLopmt Training Prwrarn 
"OLD canty Greeter ~verues for Independence (GAIN) 
Larinrr Canty Elrploynent and Training Services 
ueld Cwnty JrPA . Uelfere Coordination 
Bridgeport Jobs 
Dislocated "orker,Cerpe"ter Techtwlogy CorporatiM 
The Job Comectim 
nnrless Job TrainimJ Oawnstrstion Project (HJTOP) 
Merrrfacturirm Autunaticm Technology 
Coordination Setmn Regions 
Project Esplovnent 
Financial Agreement Set- DES and DoL 
lnterdepartnental Cwrdinatim of State Agencies 
Job Link Centers 
Evangelin EC-ic and Plaming District Procurement 
occupatimal Trainin) Center - statewide 
AdditioML Support for PeopLe in Retraining and Education 
Naine Fanity Service Integration Oemnnsfretion Project 
Learning Centers 
PIG Hard t.3 Serve Initiative ('Project Yalnut") 
center for lwth Enployrnent and Training (CYET) 
~olia Single Parent/Oirplaced Homemaker Regional Center 
Total VoCational Involvement (WI) 
JTPA/VOcationaL Rehabilitation Progran 
Job Service/JTPA Statewide IntegratiM of Services 
JObPrwrn 
Project-Pouer 
Employment, Training b Welfare Initiative ("Under One Roof") 
10.000 Graduates . . . 10,000 Jobs 
Elizabeth OevelcfxWnt ConpaW 
Middlesex Canty Reach Prwr~(11 
Ye,, Jersey lath Corps of Canden CGWtY 
Connulity Uork Experience Project (CWPI 
Integrated Services Project 
integrated Services Project (SIPP - OkLahcma) 

SPolrS&G AGENCY 

Nmtgmry Area Skills Center 
City of Little Rock ard State Employment Security Division 
Arizona Oep.wtm?nt of Ecaxmic Security 
Arimna Oepsrtmnt of Economic Security 
Yavapi Cwmty SOA 
Santa Clara/NOVA CwortiM 
San Bernardino u)A 
Napa Comty SOA 
'to,0 cmmty SOA 
Larimer Cwnty SOA and Job Service 
Yeld Cw"ty """an Resaxces Depart-t 
PIG of Southern Connecticut. Inc. 
State JTPA Advinistratiar, Connecticut Department of Labor 
Cwnecticut oepartlllent of lnccme Maintenance 
Division of Enp,loyment and Training, Oelauare Dept. of Labor 
Kirkwood C-ity College 
Two Rivers and Mark Twain Regional Cwncil of Gwerrnents 
Kansas OepartW"t of HUM" Res~rCeS 
Kentucky Department of Enploywnt SewiCeS 
Kentucky Department of Enplopent Services 
City af Louisville end Jefferson Cwnty SOA 
Evengeline Eccncmic end PIeming District 
Saltinare C~~lty Office of Employment and Training 
Naine Oepartmmt of Labor 
Maine Oeprtmentr of nunan Services & Labor 
Northwest Michigan PIG, Inc. 
BerrienKesslVan Surien PIG 
City of St. Paul SOA 
Central Ozarks Private lndllstry Council 
soA 7, Private Industry CcuxiI 
Vocational Rehab. B the Nat', Assoc of Retarded Citizen* 
North Oakdts Job Service 
Nebraska Department of Aging 
Nebraska Department of Aging 
NM H-hire Oepartwnt of Enploylnent and Security 
New Jersey Oepartmnt of Labar 
Union Cwty SOA 
Middlesex County Enploywnt & Training OepartWnt 
Camden Cwnty Enploynent and Training Center (CCETC) 
Northern Nevada SOA (JOIN) 
Worth Centre,, Southwest, Swthern and East Central SOAS 
Oklehone Department Of nunan Services 
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01: 
cu 
PA,' 
SD 
SC= 
TX' 
TX 
TX 
UT 
UT* 
VT 
UA 
UA 
III' 
IN 
w 
IN 
Ii? 

PROJECT TlTLE 

Integration Intake end Asse~mmt Center (IIACI 
Job Carp II 
TAAlJTPA Linkage, On Stop Shop, Spot, and Job Centers 
Single State WA Integration with Job Service 
South Carolina Hunan Services Integration Project 
1-e 365 Progra 
Regional Plaming Project - San Antonio 
Regimal Naming Project - Uppr Rio Drande 
Trade Adjustment Assistance (TM) Prowan 
Utah Custn Training for Ecmmic Growth WCTEt) 
Reach-Up Progran 
Basic SkillslUork Place Literacy Radiation Prowa 
Joint Remdiatim Project 
N Yiscmsin Job Center 
Dropart Prevention Prowan 
IndUIltrial Develqanmt Training Program 
lbrk ad Training Progr(~~ 
Casey's Chuckuagon 

SPONSORlYt ADEYC" 

City.of Tulsa (Tulsa SDA) 
Job Corp. Department of Hunan Services and Enployrrnt Service 
AILeghmy Comty Department of Federal Programs 
Statewide JTPA and Local Eaploymmt Service Offices 
State Reorganization Ccwissim 
Houston Job Training Partnership Cavil 
Texas Depart-t of C(lllllrce, York Force Develcqxnt Division 
Texas Depart-t of Camwce, Wrk Force Developmt Division 
Utah Office of Jcb Training h Econmic Developrrnt 
Utah Office of Job TraininS & Ecmmic Developrent 
Vermont Depwtmnt of Enploynrent and IraininS 
Eastern Yashingtm State SOA 3 
Northwest Uashirwgtm State SDA 10 
Southwest Yiscmsin PIG 
Yest Virginia Bureau of VocatimaL Education and 4.9Cwnty PIG 
Elnployment and Training Divisim, Sovemor~s Office 
Yest Virginia Departmnt of Health S Hu~n Services 
S.Y. Yyning Rehabilitation Center 

l Denotes that project was a case study site. 



Tvpe of Program  We wanted the sites selected to illustrate coordination arrangements
in a variety of programs. Based on findings from our telephone interviews and our
discussions with DOL staff, we decided that it was important to include the following
types of programs:

. Welfare (2 sites - one statewide and one local initiative)

. employment service (3 sites - one statewide and two local initiatives)

. Vocational Education (1 site)

. Education (1 site)

. TAA/EDWAA  (1 site)

. Service Integration Pilot Project” (1 site)

Model of Coordination. We wanted a diversity of models  of coordination. We were
particularly  interested in including exampless of ‘bottom-up” (i.e., local initiatives) and
“topdown” (ie..  statewide initiatives) coordination.

Intensiity of coordination. Coordination can range from simply sharing information to
complete integration of programs. We sought projects that exhibited higher levels of
coordination and generally involved a larger number of agencies.

Success of coordination. Most projects that were nominated by the regions and
included in our telephone interviews were judged to be successful. Because of the
limited number of sites that we could include in our case studies (and the fact that few of
the nominated sites ware ‘unsuccessful’), we selected sites that were generally regarded
as ‘successful.” However, this does not mean  that all aspects of the coordination have
been successful or that the site has taken full advantage of coordination.

Geographical  considerations. Projects can be classified by the extent to which they are
urban, suburban, or rural and by region of the country. Because of the large proportion
of JTPA funds that go to urban areas, we tried to include a greater proportion of urban
areas.  This was somewhat problematic  because coordination projects (or at least the
252 sites nominated by the regions) were primarily in rural areas. To the extent possible,
we also sought to have geographical balance (i.e.. by region of the country), but this was
a lower priority than the other factors discussed above.

Target group.  Some coordination efforts focus on particular target groups. Examples of
target groups of interest include youth, high school dropouts, dislocated workers, welfare
recipients, the handicapped, offenders, displaced homemakers, and older workers.
Some projects are likely to focus on very specific target groups, e.g., youth offenders,
while others may focus on broader groups such as economically disadvantaged adults.
We sought representation of a wide variety of target groups.

Chapter 2 provides a brief description of the nine sites  selected for in-depth case studies. The second

volume of this report includes  detailed summaries of each of the nine case study sites.

‘In  1984.  Section 1136 of the Social Security Act authorized  ‘pilot projects” to demonstrate the use of
integrated service delivery systems for human services programs. This resulted in the Office of Human
Development Services funding five states (Arizona, Florida. Maine, Oklahoma, and South Cardina) to plan
and implement a variety of activities over a three year period.
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3. Structure of the Reoorl 

This report contains six remaining chapters, which are organized around the six major study 

objectives. 

Obiective 1. Chapter 2 provides a description of the characteristics of coordination. It begins 

with brief descriptions of nine efforts to promote coordination (i.e., the case studies that were conducted 

during this study). These nine case studies are then used to illustrate major models of coordination -- 

ropdown” and “bottom-up coordination’ _- and a variety of types and activities associated with 

coordination. 

Qbiective 2. Chapter 3 discusses the benefits that effective forms of program coordination can 

provide. It examines both advantages for the client, such as simplified referral and access to a wider 

range of services, and for the agency, such as increased operational efficiency and greater flexibilfty in 

using program funds to meet client needs. 

Obiective 3. Chapter 4 examines the disadvantages of coordination. The majority of staff 

Interviewed reported few or no disadvantages of coordination. When disadvantages were mentloned. 

most Iapplied to agencies rather than participants, and concerned the extra effort in time and resources 

required to make coordination work. 

gbiective 4. Chapter 5 discusses factors that promote coordination at the state and local level. 

It focuses on’those factors that are useful both in initiating and maintaining coordination. Across the 

coordination projects analyzed for this study, many of the same factors were in evidence and played 

important rdes in promoting coordination. Many of the factors worked in tandem with one another to 

promote coordination. Some factors -- such as high-level pofltical support -- were more important than 

others. None of the factors were Mentffied as essential, but most were important to successful 

coordination efforts. 

Obiective 6. Chapter 6 discusses barriers to coordination. Most of the coordination efforts 

reviewed encountered some barriers to their coordination efforts. These barriers lnvdved legal 

requirements that impeded coordination. administrative arrangements and program orientations, and 

other factors, such as ‘turf’ and “personalw issues. 
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Obiectfve 8. The final chapter provides recommendations based on our research that can be 

undertaken at the federal, state, and local levels of government to overcome barriers and further promote 

coordination between JTPA and other programs. We present steps that could be taken under current 

law. as well as those that would require changes In current leglsfation or regulations. 
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CHAPTER 2 

CHARACTERISTICS OF COORDINATION 

A wide range of activities fall under the rubric of coordination. This chapter begins wkh brief 

descriptions of nine efforts to promote coordination and then uses these examples to illustrate several 

typologies of coordination that we have found useful in conducting the study.’ These typofogies 

distinguish between: 

. “topdown” versus bottom-up” coordination; 

. actfvkies that directly affect the delivery of services to clients versus those that are 
designed to facilitate improved service delivery by altering agency operations; 

broad-scope and narrow-scope coordination. In terms of the number of independent 
agencies that are participating; and 

. degree of integration, i.e., comparing efforts in which agency budgets and lines of 
authority remain largely unchanged versus Instances in which funding and staff 
responsibility are shared or pooled. 

A. Oveiview of Nine Eumpler of Coordlnetion 

The majorky of the examples and lllustratlons in this report are based upon in-person site visits to 

nine areas where promising efforts to promote coordination had been Implemented. The case studies 

were selected to provide a wMe variety of types of coordination. types of agencies which are 

coordinating, and settings in which coordination could take ptace.1o Brief descriptions of each of these 

efforts are presented below: the full case studies are lnduded In a second vdume of this report. 

1. The Alleahenv Countv Service Delivm a 

Allegheny County, Pennsyfvanla encompasses the city of Pktsburgh and over 100 suburbs and 

Independent ckies. The county Is sewed by two JTPA sewfce delivery areas, one for Pittsburgh and one 

‘In some instances, we also make reference to information from the literature review and the 66 sites 
In the telephone survey. 

“As was noted In Chapter 1, the nine case studies sites were chosen from among more than sixty 
projects that were lnduded in a telephone survey conducted for this study, which in turn were selected from 
252 sftes that were nominated as ‘exemplav by staff of the ten regional offices of the United States 
Department of Labor. While efforts were made to give priority to sites that were successful, a number of 
projects that were only moderately successful were induded In the case study sample because they can also 
be useful in provfding lessons about cwrdinatlon. 
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for the balance of the county. Our case is restricted to the Allegheny County SDA and does not cover 

the Plttsburgh SDA. Three major coordination inltiithres are studled: 

The One Stoo Shag is an SDA-lnitiited effort to provide as many services as possible for 
Title III and Title II-A participants in a single location. In addition to JTPA staff, the One 
Stop Shop includes Department of Mental Health/Mental Retardation, Job Sewice. and 
Department of Vocational Rehabilitation staff. Some basic skills training takes pface at 
the One Stop Shop, but most training is provided at communfty cdleges and other 
service providers. 

The Sinale Point of Contact (SPOC) Prooram is a state welfare reform inftiitive, for which 
Allegheny County sewed as one of the pilot projects. This program selves a different 
target group than the One Stop Shop --welfare recipients. Under SPOC, the SDA is 
under contract to the welfare department to provide employment and training services to 
welfare recipients. The Allegheny County SPOC is staffed by JTPA, the welfare 
department, the Job Service, the Department of Vocational Rehabilitation, and mental 
health/mental retardation staff. The SPOC program is under the direction of the SDA 
operations manager, who also runs the One Stop Shop. The same vendors who sewe 
the One Stop Shop provide training, and participants needing only job search assistance 
receive those sewices at the One Stop Shop. 

TAA-EDWAA Linkaaea invdve informal cooperation between the SDA, which has 
administered the JTPA Title Ill program in the county for several years, and the Job 
Service. which administers the Trade Adjustment Assistance program in Pennsylvania. 
TAA participants who have not developed their own training plans (about 75 percent) are 
referred to the One Stop Shop for assessment and training. Most of the TAA recipients 
are enrdled in Title Ill for training. 

The Job Service in Allegheny County also encourages other human service programs to out-station staff 

In their Job Centers where interested parties can meet with representatfves of these agencies and 

arrange further sewices. The SDA out-stations a staff member at the Job Center. 

The Allegheny County SDA has strong linkages with other human sewice programs in the area 

The coordination simplifies the process for both employers and clients. Interestingly. the SDA’s 

coordination acthrities include both ‘topdown” coordination (the SPOC program and Job Centers) and 

“bottom-up” coordination (the One Stop Shop and EDWAA-TAA linkage). 

2. The Connecticut Job Connection 

The Job Connection is a statewide welfare-to-work inkfattve that was initiated in October 1985 as 

the Connecticut WIN Demonstration program. The program was transferred to the new welfare reform 

JOBS program on July 1, 1989. wkhout any fundamental program changes. 

Two Connecticut agencies currently play a central role in administering the Job Connection: 

. The Department of Income Maintenance (DIM) which is responsible for the administration 
of the AFDC, Food Stamp, Medicaid. and General Assistance programs in the state; and 
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The Connecticut Department of Labor which is responsible for the state’s Job Service 
and JTPA systems, as well as many other employment and training programs. 

Until a few months ago, the Connecticut Department of Human Resources (DHR) was responsible for the 

case management functions in the Job Connection, but this responsibility (and the staff who carry it out) 

have been transferred to the Department of Income Maintenance as part of the planning for the 

implementation of the federal JOBS legislation. DHR is still responsible for the provision of supportive 

services for welfare recipients. 

In its current configuration, the welfare agency (the Department of Income Maintenance) is 

responsible for registration of clients, assessment of dfent needs, case management, and post-placement 

follow-up. It shares responsibility for orientation with out-stationed personnel from other agencies such 

as Job Service. Specific referral patterns vary from one part of the state to another, but in general 

referrals are made to JTPA. Job Service, community colleges, public and non-profit human service 

agencies, community-based organizations, and a number of for-profit agencies for education, 

employment, training, placement, and supportive se&es. 

While the Department of Income Maintenance staff currently plays the key role in implementing 

the program. service deiively to clients depends upon the development of smooth links between this 

department and the other agencies that can supply education, training, and supportive services. In 

particular, case management is at the heart of the Job Connection, and the case manager can not do his 

or her job well wkhout linking dients with services offered by Connecticut Department of Labor and other 

state and local agency programs, as well as a number of welfare-to-work projects that have been directly 

funded by the Job Connection. 

State officials in Department of income Maintenance and the Department of Labor are, in general, 

pleased with the way that the Job Connection has been evdving, but they are all aware of shortfalls and 

are still working to improve the model and system performance. For example, the State Employment 

and Training Commission is currently examining a vartety of ways to enhance coordination between the 

JTPA system and state agencies, and exploring ways to support coordinated employment and training 

planning at the local level. 
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3. The Houston Proiecl lndecendrnce 365 

The Houston Project Independence 365 is a locally-initiated welfare employment initiative jointly- 

operated by the ckys SDA. the state Job Service, and state welfare agency, with the participation of a 

local community college. Staff from the first three agencies are co-located in a single office complex, 

where community college instructors also provide on-site Instruction on a variety of topics. 

The project, initiated in November 1988, is con.sMered experimental in nature. The program 

serves ‘motivated’ welfare mothers who are not considered job ready but do have some education and 

experience to build upon. The program model incorporates three phases: a two-week orientation and 

pre-employment training phase in which training is provided by JTPA and welfare agency staff, and 

testing provided by the Job Service; followed by a joint assessment and development of an individualized 

program: followed by a two-week job search and job finding skills seminar run by the Job Service and 

incorporating referrals to education or training programs. The final phase consists of post-placement 

fdlow-up and monitoring conducted by the welfare agency. 

Key aspects of the coordination among the agencies involved in this project include the 

foflowing: 

Intake is conducted jointly by Texas Department of Human Services (fDHS) and the 
Houston Job Training and Partnership Council (HJTPC). 

. The curriculum reflects the priorities and offerings of both TDHS and HJTPC. 
Trainers from each agency conduct sessions using the other’s currfculum. 

. Staff from four agencies are co-located. 

. lndfvkfual employabfltty development Hans are developed in staffing meetings in 
which three agencies - TDHS, HJTPC, and the Texas Employment Commission 
(TEC) are represented. 

. Operational staff from three agencies conduct detailed program planning and 
development. 

TDHS case managers (and soon, an income assistance technician) are on s&e to 
assist participants if they have housing, child care, health, transportation, or 
other problems that impede their participation in the employment development 
program or training. 

A joint case record is being developed. with each agency having responsibility 
for certain aspects. 

A common management information system has been developed. 

While funds are not pwled, HJTPC and TDHS have shown flexibility in picking 
up costs the other cannot pay for. 
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There is a consensus among both state and local officials that this coordination effort has been 

successful and resulted in posklve outcomes for both the agencies and clients. Coordination among the 

agencies results In a more complete assessment of client need, provision of a wider range of services 

targeted on client need, and better fdlow-up of client progress. 

4. brimer Countv’r Emolovment and Tninina Servicer 

The Larimer County SDA is located about fii miles north of Denver, Cdorado. Larimer County’s 

Employment and Training Services agency is jointly operated by the SDA and the local Job Service 

office. The two agencies are co-located and provide comprehensive employment and training services to 

residents of Mimer County. The linkage between the JTPA program and the Job Service is the most 

developed of the coordination efforts, but there has been a concerted effort to coordinate JTPA/Job 

Service wRh the Vocational Rehabilitation agency (which was co-located with the SDA and Job Service 

until a month ago). In addition. a total of 15 agencies arxi community organizations are participating in a 

county-wfde Job Developers’ Network. Finally, there are important linkages between the JTPA/Job 

Service programs and the local education authorities and the social services agency. 

The heart of the coordination in Mimer County is the co-location and coordination of the JTPA 

and Job Service programs. The coordination between these two agencies began in the wrfy 1980s. 

Although the two agencies remain distinct and retain their separate lines of authority, the operational staff 

of the two agencies work closely together (on the same floor) and have many of their operations 

integrated. It is an attempt to provide ‘swmless’ delivery of employment and training services so the 

client is basfcally unaware of whether he/she is dealing with county (JTPA) or state (Job Service) agency 

personnel. 

The Lartmer County Job Developers’ Network was created in 1982 to coordinate job 

development and placement activities, thereby creating a ‘one stop shop’ for area employers. The Job 

Service acts as a central dwrfnghouw for the Network, receiving job orders directly from employers and 

indirectly through the other members of the Network that choose to share particular job orders. Each 

employer contacting a member of the Network is given the choice of keeping the order wsh that agency 

or having k shared wkh the entire Network; each employer is contacted by only one member of the 

network who serves as the employer’s ‘account executive.’ Each member of the Network obtains the 
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Job Sewice job orders either through microfiche or through direct computer access. Arrangements have 

been worked out so that the Network member taking the initial job order and the member who makes the 

placement m get credit for their efforts. 

There is a consensus among state and local officials that this coordination effort has been 

beneficial for the participating agencies (particularly the SDA and Job Service) and the clients sewed by 

these agencies. The coordination has enabled agencies to share resources, increase efficiency of 

sewice delivery (by eliminating duplicative services across agencies) and expand sewice offerings. For 

clients, coordination has helped to reduce barriers to accessing services and expanded the types of 

sewices and jobs available. 

5. New Jersev’r 10.000 Graduatw...lO.OOO Jobs PrWram 

The 10,000 Graduates...lO,OOO Jobs Program (also called the 10K Program) is designed to 

motivate urban students, especially “disadvantaged, high rislC students, to graduate from school and gain 

a full-tlme job wfth career potential. The program is jointly-operated and funded by the Division of 

Employment and Training of the New Jersey Department of Labor and the Division of Vocational 

Education of the New Jersey Department of Education. The program features coordination at the local 

level between the SDA and the local education agency in selected school districts that have been 

identified as sewing disadvantaged students. A total of 20 school districts, with 30 high schools. have 

agreed to participate in the program during the current program year. These school districts are located 

in 12 of New Jersey’s 17 SDAs. A JTPA-funded private sector coordinator in each SDA sewes as a 

liaison with high schools that have been designated as participating. Each participating high school 

furnishes a full-time counselor who works closely (along with the private sector coordinator) to provide 

students with the skills and assistance that is needed to secure long-term (?areef) jobs. 

The overall goal of the program, which began as a pilot project in fwe high schools in 1987, is to 

place 10,OrIO urban high schod graduates in full-time jobs by the end of 1992. The participating school 

districts have consklerable discretion in structuring activities for the 10K students. Under the program, 

students must receive a minimum of 40 hoursof employabffky skills training in the 1 lth and/or 12th 

grades. Students must successfully demonstrate employability competencies before graduation to bs 
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eligible for placement in a full-time job. Pre-vocational skills training can be initiated as early as the 

seventh or eighth grade and continued until graduation. 

The prNate sector plays an important rde in the program. A private sector coordinator. a staff 

member of the private industry council (PIC) within each designated SDA, is responsible for working with 

business and industry to cdlectfvely locate full-time jobs and then coordinate the matching of these jobs 

with qualified graduates of the program. Bawd on their skills, students are placed in entry-level, career. 

ladder positions. 

Although the 10K Program is somewhat behind its timetaMe for placing 10,ooO graduates in jobs, 

lt has been successful in developing closer ties between local education authorities and the SDAs. This 

program has established an organizational structure that brings employment and training services directly 

to students within the schools. It also has strengthened the link between the schods and the local 

employment and training agencies. 

Despite the program’s apparent success, wveral proMems loom in the Mure. One is whether 

the school districts will be willing to fund the program as they gradually take over greater responsibility 

for funding. Second, ti the program expands to additional schoois within a lowlfty, the private sector 

coordinator may become overwhelmed by sewing several high schools at once. Third, there has been a 

problem with recruiting some high schools into the program. Some schools already have other initiatives 

that are directed at disadvantaged students and are unwilling to administer yet another program. 

s. The New Hamwhire Emolovment. Trainino and Welfare Inftfatlve Plfnder One 

The New Hampshire Employment Training and Welfare (EPA’) InNative, sometimes referred to as 

“Under One Roof,’ grew out of a July 1987 decision by the governor to promote dowr coordination 

among the state agencies that wwe welfare recipients. Three agencies have central roles: 

. The Department of Health and Human Services which runs the AFDC, Food Stamp, and 
Medicaid programs, along with a number of other programs in the ffeids of health 
(including maternal and child heaith and Women, Infants and Children jWlC] program), 
mental health, youth and adult wwicw (induding day care): 

. The State Job Training Council, the administrative entity for the statewtde SDA; and 

. The Department of Economic Security responsible for the Job Service as well as the 
Unemployment Insurance program. 
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Two parts of the Department of Education have also played Important rdes: the Division of Vocational 

Rehabilitation and the Division of Adult Education. 

This inkiative incorporates a number of efforts to promote doser coordination among the 

statewide SDA and the other agencies that provide education, employment, and training in the state. 

These indude: 

. a common orientation with a packet containing jointly-prepared information from five 
agencies (welfare, JTPA. Job Service, vocational rehabilitation, and adult education); 

. an upgraded referral and feedback system consisting of two new forms common to all 
participating agencies; 

. an interagency referral matrb (or ‘g&P) to darHy which dients should be referred to 
which agencies; and 

. efforts to’promote co-location or at least ‘proximw of tocal offices of the participating 
agencies. 

Efforts are also under way to build upon this foundation by developing a common format for 

employability development plans across agencies. 

This initiative is universally seen as effective by state officials. While many of them felt that they 

had already achieved significant progress in coordination before the inMaUve got under way, all feel that 

clients are clearfy better off, and it would not have been possible to implement the new JOBS legislation 

as quickly and smoothly as was done without the mechanisms created by the initfatfve. The views of 

local level officlals are more mixed. Some indicated that co-location and new methods to promote 

improved referrals were unnecessary. On the other hand, the ‘implementation twm’ approach is seen as 

a relatively inexpenstve way to promote understanding of each others’ program and the development of 

coordinated dient service. 

7. Slatw/Marletta. South Carolina Servfce Inteomtfon Pilot Pro&e 

In 1985, South Cardina received a federal grant for a four-year demonstration of wwices 

integration. This was one of five Service Integration Pilot Projects (SIPP) authorized by federal legislation 

to demonstrate how coordination among servlce programs could be improved, fragmentation reduced, 

and better data cdlected for assessment purposes. The State Reorganization Commission, which 

administers the demonstration (termed Human Services Integration Project or HSIP), sdicked proposals 
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from human service agencies throughout the state. The Slater/Marietta Human Service Corporation 

applied for and recehed a grant. 

This project focuses on integrated case management to assist clients wkh multipre problems 

Each participating agency is part of a network of interdependent community resources to assist each 

client achieve self-sufficiency, making available to the client a broad range of sewices. Key features of 

this inftiatfve include co-location. cross-agency client tracking systems, and cross-training of staff. 

Once initial funding was obtained, the Slater/Marietta Human Service Corporation established an 

office in Slater. Nine local human sewice agencies expressed an interest in out-stationing staff at this 

office, but only three actually dM so at the time the project was implemented: 

The Health Department offered immunizations, Women, Infants and Children 
(WIG) nutrition program certRcations, screening for chronic disease, nutrition 
counseling, and WIC vouchers. 

. The Department of Social Sewices accepted AFDC and Food Stamp applications 
and later expanded Its services so that all recertifications for AFDC and Food 
Stamps were done in Slater. 

. The Salvation Army provided emergency assistance one day a week. 

In 1988. the Greenville Department of Employment and Training (DET), which operates the JTPA 

program in the Greenville SDA. agreed to out-station a counsdor in Slater/Marietta one day a week to 

offer the fdlowing services: 

. take applications for all JTPA programs; 

screen eligible participants for support sewices; 

. refer clients to Slater/Marietta Human Services Corporation for case 
management sewices as needed; and 

. work with local business executives to ascertain their interest In providing 
training and job placement. 

in return, the Slater/Marietta Human Services Corporation agreed to pubficize the availability of JTPA 

services in the local community, make space and limited support services availaMe to the JTPA 

caseworker, and obtain information at client intake that JTPA needed to determine eligibilfty for services. 

Although this coordination effort dkf result in some beneficial outcomes for clients, lt encountered 

many barriers and problems which resulted in the inklathre falling far short of Rs goats. Currently, only 

the Department of Social Services and the Health Department maintain workers at the Slater/Marietta 

Human Services Corporation. In June 1989. the Department of Employment and Training removed the 
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out-stationed JTPA staff member from the project. The department withdrew from this initfatffe because 

(1) It found that the few employers in the area were Interested in using JTPA services, preferring to hire 

through personal contacts or the word-of-mouth; (2) It could not adequately serve the residents of the 

northern part of the county; (3) out-stationed staff were unable to serve as many clients a day as they 

could in the home office and lacked access to necessary resources (e.g., computer systems) located at 

the home office; and (4) out-stationed staff could not offer the full range of wwices needed by clients. 

0. -Sout h 

The Southwest Wisconsin Private Industry Council operates Job Centers in a rural five-county 

area. The Job Centers provfde highly integrated employment and training services from the SDA and the 

Job Service. The SDA and Job Sewice formed the Job Centers because budget cuts reduced the ability 

of each agency to adequately serve ts constituents, and the agencies believed that they could achieve 

economiw of wale by co-locating and offering services jointly. A Job Center is operated in each county 

and in the local community college. 

: The Job Centers offer one-stop shopping to Title II-A participants, job wwice users, and welfare 

recipients (in some counties). Each Job Center is headed by an employee of the SDA or the Job 

Service, and staff are either employees or under contract to one of the participatingagencies. In some 

of the Job Centers, AFDC recipients are referred to the Job Center by the AFDC income maintenance 

unit for employment and training services. One of the counties also has a representative of the Migrant 

and Seasonal Farmworker (MSFW) program statloned at the Job Center to facllltate joint enrollment of 

migrant workers in Title II-A and the MSFW program. 

The Southwest Wisconsin Job Centers offer highly integrated wwices for both clients and 

employers. Clients are greeted by a receptionist and after assessment are referred to approprtate 

sewices from the agencies staffing the Centers. Employers are sewed through an ‘account 

representathre’ system. Job developers from the partkipating agencies split up potential employers, and 

each employer deals with a single Job Center representative rather than representatives from each 

agency. The Job Centers have been highly successful for both clients and employers, and the State of 

Wisconsin has provkled support for expanding the concept In Southwest Wisconsin and other areas of 

the state. 
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0. The Utah Custom Tminina for Economic Growth PCustom Fir) 

The Utah Custom Training for Economic Growth or ‘Custom Fit’ program is a statewide program 

coordinating JTPA and vocational education through the use of JTPA eight-percent funds, Cart Perkins 

vocational education funds, and state funds. When JTPA was started, all eight-percent funds were 

allocated to Custom Ff, but beginning in July 1988. 73 percent of the eight-percent funds were allocated 

to the SDAs. The purpose of the program is to provide custom training for new and expanding 

employers in the state. Funding decisions are made by a commmw chaired by state Cffice of 

Vocational Education. The commktw includes a JTPA reprwentatfve and members representing higher 

education, the Job Service, economic development, and large and small businesses. Until recently, the 

state’s SDAs also had a representative on the commHtw. 

Employers seeking Custom Fit training grants make presentations at committee meetings along 

with representatives of the area vocational center or other instkutions that will provide the training. 

Training efther takes place at the training institution or at the work place. Training per worker typically 

costs between 5400 and SSW, and may either be classrwm training or on-the-job training. 

The Custom Fit program has not been an entirely successful cwrdination effort from the SDAs 

point of view. Initially, the SDAs believed they did not have sufficient input in funding decisions made by 

the committee on training taking piace in their arws. In response to SDA concerns. most of the eight- 

percent funds are now allocated by formula to the SDAs. and the SDAs develop their own plans to 

coordinate with educational institutions. In addition, the SDAs are now consulted on a regular basis 

before requests are made to the Custom Fit Committee. 

B. Strategies of Coordination 

Coordination of wwlce delivery generally takes place at the local level However, the inkhtkre to 

coordinate may either be locallydeveloped (Mttom-up’ coordination) or may be imposed by federal or 

state officials (Yopdown’ cwrdlnatlon). The salient aspects of each model are outlined below. 
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1. TOD-Down” Coordination 

Federal and state officials often promulgate ‘requirements’ that local agencies coordfnate in the 

delivery of specffic types of set-&e, or offer advice or incentives to promote collaboration. Coordination 

Is often mandated in leglsfation; at other times, requirements are contained In administrative 

communications ranging from personal initiatives of key officials to joint policy statements to agency 

regulations. 

For example, JTPA legislation and regulations have attempted to promote coordination between 

SDAs and other agencies by: 

. increasing the role of the private industry council In local employment se&e planning; 

. ‘setting aside’ a certain amount of funding that can only be spent on joint efforts 
between SDAs and other agencies; and 

requiring state and local JTPA agencies to file annual coordination plans that spell out 
the steps that are being taken to promote coordination. 

A majority of the sites visited for case studies fit this ‘top-down’ model. Five represent state 

initfatlves, some of which were reactions to federal legislation or the prospect of such legislation:. 

. New Jersey’s 10,ooO Graduates...10,000 Jobs Program 

New Hampshire’s Employment. Training and Welfare lnitiitive (YJnder One RooP) 

The Utah Custom Training for Economic Growth Program (Custom Pi’) 

. The Connecticut Job Connection 

. The Allegheny County Single Point of Contact Program 

A sixth, the Slater/Marietta Service Integration Pilot Project, was a direct response to a federal grant 

announcement -- although the decision of the Slater/Martetta region to participate was totally local, i.e., 

on the basis of a decision to respond to a state Request for Proposal (RFP). 

As noted in our literature review and the exampfes cited in this report, these ‘topdown’ initiatives 

to promote coordination are sometimes inffuenthl in shaping the decisions made by county, municipal, 

and other locaf program administrators. They tend to command attention -- if not complhnce -- 

throughout the covered jurfsdictlons. But frequently they dopgt lead to noticeable changes because 

local level officbls resist (or simply ignore) the pressures to coordinate as they try to maintain status quo. 

Thus, ‘top-down’ efforts to promote coordination can be helpful in promoting cwrdination, but they do 

not guarantee that anything will happen at any given site. 
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2. ‘Bottom-Uo’ Coordination 

In contrast to the above situations, efforts to promote coordination often arise from the initiative 

of one or more local program administrators without any reference to particular federal or state initiatives 

or requirements. The initial idea to coordinate may come from the SDA staff and/or private industry 

council members, or il may come from agencies that can or could work with JTPA. Examples of this 

type of program inftlatfve include: 

The Allegheny County One Stop Shop 

. Larlmer County’s Employment and Training Services and Job Developers’ Network 

. The Southwest Wisconsin PIC Job Centers 

The Houston Project Independence 365 

The presence of strong local advocates for coordination in situations like these can bs a major 

factor in inkfating and maintaining a coordinated rdatlonship. However, those at the federal or state level 

cannot rely upon local initiatives such as these for efforts that they hope will be implemented throughout 

their own jurisdictions. and they cannot expect “bottom-up’ initfftfves to show any consistent pattern or 

model. 

C. Varieties of Coordinstion 

At least in theory, efforts to promote coordination can be divided into those that directly affect 

services to clients and those that are intended to improve services to clients indirectly through changes 

in agency operations. 

1. ActlvMes Dlrectlv Affectino the Dellverv of Servicer to Clients 

Coordination can affect all steps in the client flow -- from intake to @acement and foflow-up. 

Illustrations of several of the most prevalent types of coordination are provided below. 

a. Joint lnteke and Elktibilii Determination 

Ordinarily, when clients go to two or more agencies, they have to complete two or more sets of 

forms, leading to extra burden on them and agency staff. Efforts to lighten these burdens often focus on 

attempts to establish joint Intake and eligibility determination. I.e.. a common intake form and eligibility 
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determination by one staff member that is adequate for the purposes of two or more agencies 

Examples of efforts to move in this direction from our nine case study sites lndudsd: 

. In Houston’s Proiect lndeoendence 365 welfare and JTPA staff jointly conduct Intake of 
clients. 

The Alleahenv Countv Single Point of Contact Prwram has an orientation session in 
which representatives of participating agencies provide an overview of services. 

. Larimer Countv’s Emolovment and Training Services conducts joint Intake for JTPA and 
Job Service clients. 

New Hamoshlre’s Under One RoQ! initlathre involves efforts to develop a common Intake 
form for welfare, JTPA. and Job Service clients. However, these efforts have been 
unsuccessful and project staff has moved on to other priorities. 

In addition to this, several of the sties have adopted joint orientation approaches including: 

. Them utilizes both welfare and out-stationed Job Service staff 
to conduct orientation about the program for AFDC recipients. 

The New Hamoshire Under One Roof initbtive uses a common orientation and 
information packet containing jointly-prepared information from five local agencies (i.e., 
welfare, JTPA. Job Service, vocational rehabilitation, and adult education). 

. The Southwest Wisconsin PIG provides group orientation sessions at the Job enters. 

b. Joinl Assessment 

The term ‘assessment’ means different things to staff In dMferent agencies, and agency staff 

generally differ in the kinds of Information that they feel is necessary for assessment as well as the ways 

that the Information Is used. However, in an effort to streamline sewice delivery for clients sewed by 

more than one agency, coordinated agencies sometimes develop a single client assessment protocol 

that can be used by all participating agencies. There are several examples of this approach in the case 

study sites: 

In Houston’s Proiect lndeoendence 3&, JTPA. Job Service, and welfare staff jointly 
assess welfare dlent’s needs after a two-week inhil life skills course. 

. New Hamoshire’s Under One Roof ‘referral rnatrbC represents an effort to have staff from 
participating agencies conduct assessments using commonly-agreed upon criteria. 

C. Case ManaaementlEnhanced Referrals 

During the 1980% human service planners and administrators increasingly turned to ‘WSe 

management’ as a key to promoting coordination of services for clients. This approach has been 

endorsed in Workino Cat&j, the report of the JTPA Advisory Committee: 

Integrated service planning and delivery by human resource agencies can be 
greatly facilitated by the use of the case management approach. Systematic testing on a 
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pilot project basis of the use of case managers - as indivMuals and in teams -_ should 
be carried out wfthln the JTPA program and as an approach to linklng sewices between 
JTPA and other related programs in the community. 

Although the uses of the term -case management’ vary from program to program, it generally 

encompasses the designation of a single agency staff member as the client’s case manager, and gives 

him or her the responsibility to develop a set of sewice goals and then to monitor sewice delivery to 

make sure that the goals are attained. Thus, case management is a toof to Insure that clients do not “fall 

through the cracks,’ particularly when they are referred from one agency to another. 

This approach or key elements of it were present In a number of the case study sites including: 

. In New Hamoshire’s Under One Ro@ initiative ciient referrals are based upon a jointly- 
adopted ‘matrix.’ which identifies the type of clients that are to be sent to spectiic 
agencies and uses a common referral form. Two additional mechanisms have been 
developed to insure completed referrals: 

__ The referral form is carbonized so that the agency receiving the referral can 
provide feedback to the referring agency on the disposition of the referral. 

A computerized information system contains a “tickler system’ that generates a 
notice to check on the status of clients eight weeks after a referral. 

. The Southwest Wisconsin Job Centers utilizes “group case management’ in which staff 
from Job Sewlce. vocational education, the welfare agency and the SDA meet regularly 
to develop service plans and efforts to carry them out. 

. New Jersev’s tO.ooO Graduates...lO.OOO Jobs Prwram places strong emphasis on case 
management of students participating In the schools. A school-sponsored counselor 
and a SDA-funded prfvate sector coordinator jointly assess the needs of students and 
carefully monitor the progress of students during high schoof. The school counselor and 
private sector coordinator also attempt to match student abillties and interests with full- 
time jobs (at the time of graduation). 

d. Joint Service Delivery 

Interagency cdlaboratlon frequently involves dients recefvlng sewices from different agencies at 

the same time or in sequence. However, efforts in which staff from two or more agencies work together 

to serve clients at the same time are much rarer. One exampfe of this approach to service delivery is: 

. ln HoUShm’S PrOieCt lndeoende ce ~ JTPA and welfare staff jointly provide two weeks 
of life skills training to motivatednwelfare recipients. 

8. 3oint Job Develobment/Ptaceme~ 

Analysts of employment and training programs have frequently conduded that the presence of 

multiple agencies doing job development and @acement can be wasteful as well as burdensome on 

employers. The ‘coordination s&dons to this problem invofve agreements that job developers on the 

staff of a given agency will be responsible for all placements from other agencies or that cwrdinatlng 
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agencies wfll splk the pool of employers. Excellent examples of this approach from our site visits 

include: 

TheSouthwest Wisconsin PIc Job Centers assign each employer to a single “account 
representative.’ All job listings and referrals to the employer are handled through the 
account representative regardless of which agency the representative is employed by. 

. TheLarlmer Courrtv Job Devefooers’ Network helps to coordinate the efforts Of Over a 
dozen different agencies in a single county SDA. The Job Service serves as a 
clearinghouse for all jobs wkhin the Network. Each agency participating In the Network 
refers job openings to the Job Servfce. then recefves a regular listing of all avallabfe jobs 
from the Job Service. The result Is that participating agencies expend less resources in 
contacts with employers (Le.. there Is a reduction in dupficatfve contacts wkh employers) 
and clients gain access to a wkler choice of available jobs. 

2. Activities Affectlna Aaencv Owmtionr 

a. J im PI nni 2 tion 

Knowledge about the activities and procedures of other agencies is generally important in 

establishing and Implementing coordination efforts. Such knowledge can be gained through joint 

planning, cross-training. and Information exchanges. Examples from our ske vlsks Indude: 

The Allacthenv Countv TAA-EDWAA effort provfded cross-training of Job Service and SDA 
staff prior to project Implementation. 

. The Larfmer Gountv Job De elooers’ Network holds monthly meetings for Staff from aii 
participating agencies. Durffg these meetings, staff from participating agencies discuss 
problems and suggest ways in which the Network might be enhanced. 

. In New Jersev’s lO.OCQ Graduates...lO.MX) Jobs program, school-sponsored counselors 
and SDA-funded private sector (education) coordinators have worked closely together to 
pian and implement the program. In addition, the high schoof counselors have formed a 
statewfde group that meets monthly to discuss problems and innovatlve sewice delivery 
approaches. 

b. lmearated Manaaement Information Svatem lMlSI and Forms 

Sewice to clients by different agencies often requires entering information into multiple 

information systems. Line staff sometlmes resist coordination efforts if they translate into additional 

paperwork requirements. such as completing multiple entry forms. To overcome staff resistance and 

generally enhance program efficiency, agencies involved in cwrdinatlon efforts often develop integrate 

management Information systems. Examples from our case studies indude: 

~~~~~~~~ proia lndeoendence 365 uses a joint case record, which tracks client 
invotvement in JTPA, Job Service, and welfare programs. In addition, the project uses 
an automated management infonnatlon system to track dlent servkes and outcomes. 
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The Southwest Wisconsin Job Centers utilize a statewide automted matching system 
that provides informtion about the Job Service and JTPA systems and also uses an 
electronic mail component that facilitates access to case management data. 

. In New Hamoshire’s Under One Roof initiitlve, welfare, JTPA. and Job Service agency 
staff use forms that can be entered into a common JOBS information system. 

C. Co-location of Facilfties/Otrt-stationing 

Logic suggests that the burden on clients will be minimized if the staff from coordinated agencies 

are In a single location. Similarly, staff from dffferent agencies are more likely to learn from each other 

and more likely to adopt procedures such as joint case conferencing if they are in the same building. 

Given these advantages, there have been numerous efforts to promote coordination through co-location 

of all staff from two or more agencies in a single building. Case study featuring co-location include: 

ln Houston’s Project lndeoendence 365. the SDA. Job Service, and state welfare agency 
are co-located. 

ln Alleahenv Count6 Sinale Point of Contact staff from the SDA, Job Service, state 
welfare agency, vocational rehabilitation, mental health/mental retardation, and a non- 
profit information and referral agency are all co-located. 

The Southwest Wisconsin Job Center features co-location of staff from the SDA, Job 
Sewice, welfare agency and a community action program. 

: - In Larfmer Count6 Emolovment and Training Services, the Job Service and JTPA staff 
are administratively separate, but co-located on the same floor. 

Sometimes, instead of re-focating the entire staff of an office, cwrdinated agencies locate (or 

out-station) one or more staff members at another agency. Several of the case studies feature such 

arrangements: 

ln Houston’s Prokxt lndeoendence 3&, local community college staff provide on&e 
training and instrvction at the co-located Job SewiceJTPA:weffare office. 

The Alleohenv Countv One Stoo Shop features out-stationing of staff from the following 
agencies: mental health and mental retardation, vocational rehabilitation staff, Job 
Service and a JTPA subcontractor spedalfzing in information and referral. 

The Slater/Marletta Sewices In&oration Pilot Proiect features outstationing of staff from 
JTPA. welfare, the local health agencies and the Salvation Army. However, the Salvation 
Army and JTPA program eventually withdrew out-stationed staff because of Inefficiencies 
of out-statloning and problems with sewing clients away from their home offices. 

Thejarimer Countv Job Develooers’ Network features out-stationing of a Job Service 
staff member at a local community cdlege. This enaMes the job placement office at the 
communky cdlege to provide direct job placement sewlces for students. In addition, at 
the remote Loveland office, the co-location of the Job Servlce and JTPA ls supplemented 
by the visits from staff of the following agencies: Senior Employment Services (two days 
per week), Dfvislon of Vocational Rehabilitation (one day per week), the Job Corps (one 
day per week) and Veteran’s Employment Servfces (one day per week). By out- 
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stationing staff at the Loveland office, dients can access needed sewices from various 
agencies in a single visit. without making the 20-mile round-trip journey to Fort Coilins. 

e. Sharina 01 Staff OrId ResourceQ 

In a perfectly integrated employment and training system, agency staff would perform multiple 

functions, often supported by several funding sources. Staff would be allowed to focus on client needs 

without the restrictions that come with categorical programs, Efforts to move In this dlrectlon Include: 

hrfmer Countv’s Emolovment and Training SeWICeS features sharing of facflkfes. 
personnel and information between the co-located Job Service and SDA. The sharing of 
space betwwn the two agencies results In greater utilization of conference rwms and 
other facilities. Personnel Is shared -for example, the Fort Collins and Loveland 
receptionists (who meet new clients) and the Targeted Jobs Tax Credft (TJTC) 
Coordinator are funded jointly by JTPA and the Job Service. At times of hwvy demand, 
the Job Service and JTPA have been able to supplement each other’s staff --for example. 
when a major brewery opened a plant in Larimer County both Job Service and JTPA 
staff were used in processing the nearly 20,000 applications for jobs. There is also 
sharing of computerized data between the two staffs. A Local Area Network (LAN) has 
been established, which enables both JTPA and the Job Sewlce staff to match employer 
job orders with qualffications of the clients. The two agencies have also been able to 
advertbe their wwlces jointly, reducing the costs of reaching target groups. 

The Southwest Wisconsin Job Center project lnvdves joint funding of several staff 
members. 

D. Scope of Coordination 

It is difficult enough to coordinate the efforts of two agencies, but the Challenges become even 

greater when three or more different agencies or programs are lnvdved. The case studies that have 

addressed the unique problems of CwrdiMting more than two different agencies Include: 

Afleohenv Countv’s Sinale Point of Contact indudes employees of the welfare 
department, JTPA, Job Service, vocational rehabfittation. and mental health/mental 
retardation, among others. 

. TheConnectIcut Job Connectlon lnvofves staff from the welfare agency, SDAs (and their 
subcontractors), Job Service, community colleges and other education provklers, as well 
as a range of pubflc and non-profit human sewice support service providers. 

New Hamoshlre’s Under One Roof project combines the resources of the Welfare 
agency, the SDA. Job Service, adult education, and vocational rehabilitation programs in 
the state. 

The Alleohenv Countv’s One Stoo Shag Includes the same agencies as are lnvdved in 
the Single Point of Contact initiative, except welfare agency staff. These Include JTPA, 
Job Service. vocational rehabilitation, and mental health/mental retardation. 

The I arfmer Counh/ Job Develowrs’ Network includes the SDA. Job SeWiCe and Over a 
dozen other employment and training providers In the county. 
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. The Sfater/f&ietk Service lnteoratlon Pilot Proiect brought together the SDA, the 
welfare agency, local Health Depsrtment. and the Salvation Army. Subsequently, the 
SDA and Salvation Army wfthdrew from the effort, 

E. Degree of lntegmtlon 

In most instances. the staff Involved in Integrated human service/human resource development 

initiitfves retain their piaces in organizational hierarchies and remain funded by the same organizations. 

But in some of the more ambitious projects, efforts are made to change reporting relationships, create 

teams with members from different agencies and/or provide joint funding for certain positions. Two of 

the more ambkous efforts indude: 

. The &2tJthweSt Wisconsin Job Center fwturw a Job Service Team leader who oversees 
a JTPA-funded case manager. who in turn is rwponslbfe for a team that indudes Job 
Service, JTPA, and community action agency staff. 

in Alleohenv COUntV'S Sinde Point of Contact inkative, the main office is directed by a 
person under contract to the SDA. However, staff (under the direction of indivfkfual) are 
drawn from the SDA. the welfare agency, and the Job Service. 

F. Summary 

; The typologles and examples presented in this chapter are not meant to be exhaustive. Instead, 

the central argument is that there are an almost infinite number of ways coordination can come about, 

and a similany wkfe range of forms that it can take. lnkfatlve for coordination efforts can come both from 

the federal and state levels (i.e., ‘top-down coordlnatlon’) and the local level (i.e., ‘bottom-up 

coordination’). There are a wide variety of actfvitiw that can be coordinated between agencies, 

including intake and eilgibillty determlnatlon, dient a ewssment, case management, referrals, basic 

swice delivery. and job development and placement. Coordinatlon affects both the way in which 

wwkes are delivered to dlents and the structure of agency operations. The number of agencies 

kvdvad In such efforts and the extent to which agencies coordinate acthritlw also varies extensively 

across programs. 
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CHAPTER 3 

BENEFITS OF CCDRDlNATtON 

This chapter discusses the benefits that effective forms of program cwrclination can provide. It 

examines both advantages for the client, such as simpflfied referraf and access to a wfder range of 

services. and for the agency, such as increased operational efficiency and greater flexibility in using 

program funds to meet client needs. 

A. Beneflte for the Client 

In the sftw we studied, coordination results In a variety of direct beneffts for dients, such as 

availability of a wkfer range of services and wsler access to services. 

1. Availabilttv of a Wider Ranas of ServfceB 

Coordination often enables clients to access a wider range of wwices than would otherwise be 

available. Availability of expanded services generally is the result of integrated service delivery or referral 

agreements between coordinating agencies. For example, linkages between a SDA and welfare agency 

may result in availablllty of a wider range of employment and tralning wwicw for welfare recipients and 

certain support services (e.g., day care) for JTPA participants. Availability of a wider range of wwices 

may also result from the ablllty of coordinated agencies to ellmlnate duplicate acthrkles and re-focus 

resources on the provlslon of new or expanded sewlces. For example, the linkages between a JTPA 

program and the employment wrvkce may reduce the amount of rwourcw that the JTPA program must 

devote to client placement. These resources may then be used by the JTPA program to expand the 

number of slots or types of tralnlng that are available. 

Coordination may also lead to greater intensity of sewlces to clients. Greater intensity may result 

from the ability of agencies to use sewices offered through other agencies to reinforce the services that 

are normally provided through their own agency. For example. linkages between the JTPA program and 

a vocational rehabifitatlon agency might enable the JTPA program to more thoroughly test vocational 

disabilities of clients. This, in turn, may lead to more comprehensive wwices (involving both the JTPA 

and vocational rehabilitation agencies) to assist clients in returning to employment. More intensive 

35 



services might also result from the agency being aMe to shift resources from inefficient or duplicate 

activities. For example, linkages between JTPA and the employment service might enabfe JTPA staff to 

shin some of their job development and/or placement actlvkies to more intensive case management 

services. 

The Connecticut Job Connection. State and local officials stress that coordination substantially 
enhances dlent access to needed education, employment and training, and supportive services. 

Alfeohenv CoUntv One Stoo Shop By stationing an interviewer at the One Stop Shop, the 
employment service Is abfe to provide labor exchange services for job-ready JTPA participants 
while they are searching for a job. In addition. the presence of Helpline. and staff from Mental 
Health/Mental Retardation and Cffice of Vocational Rehabilitation enebfes clients to obtain 
services to meet other personal needs that support their employment goals. 

Alleohe&ntv Trade Adiustment Assistance fTAAI Coordination Proiect. TAA participants 
benefft from the coordfnation between EDWM and TAA because they get the assessment and 
vocational counseling they need. In addition, they can participate in more than one training 
program if necessary, and their stay is not limfted to two years. This fiMl point is important 
because many TM participants cannot complete Associate Degree programs in 104 weeks due 
to their need for remedial education. In many cases, the SDA picks up the funding of TAA 
participants who have not been able to complete all course requirements within the 104-week 
limitation. 

New Jersev’s lO.QM1Jiraduates...lOLxJO Jobs Prooram. By bringing a SDA-sponsored- private 
sector coordinator into the high schods, the students are able to more easily access the many 
employment sew&s availabfe through the SDA and other agencies (e.g., the employment 

; senke). 

Southwest Wisconsin Job Centers The primary advantages of coordination have been the 
broader mb of sewfces access& to clients and better services for local employers, 

. California GAIN (Greater Avenues for Indeoendenc& Coordimtion between the 
welfare agency and JTPA creates more opportunkies for supportive services for welfare 
recipients, such as child care and transportation, and makes ft easier for clients to obtain 
employment and training services. such as on-the-job training. 

Hiah-Risk Youth. San Bemadino. Calffomi& In this coordination effort, which primarily serves 
high schcd dropouts and other hfgh risk youth, the SDA coordktates with the Job Corps to 
provide educatbn, counsefing, remedfal education, and job search training. Under this program, 
the Job Corprecnrfts youths and sends them to JTPA for intake and eligibility determination. 
Many high-risk youth, who would not succeed in the Job Corps, are also referred to the SDA for 
on-the-job training and work experience. 
Corps who would be better sewed there. 

At the same time, the SDA refers youths to the Job 

2. In Sarriem to Acceasino Senrfcee 

Some lntervfewees point to the reduction in barriers to accessing services as the major benefit of 

coordination for clients. 
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a. Sirnotified Referral Process Results in ADorotwIate Refemalr and Les8 
Attrition 

Coordination of services across agencies often results In a simplified dient referrsl process, 

which reduces the number of clients loss during referrals between agencies. Cwrdination often enables 

agencies to adopt a case management approach, whereby dlents are asslgned to a single agency staff 

member (known as a case manager). The case manager is responsible for developing a comprehensive 

set of services tailored to the speckfc needs of each diem The case manager also monitors that clients 

actually receive sewices and progress along the path toward self-sufficiency. 

Coordination tends to make each of the agencies more aware of services that the other is 

providing, resulting in greater use of existing resources and more approprfate referrals of clients. Some 

interviewees emphasize that coordination enables agencies to provide ‘seamless’ delivery of services. 

whereby the client is unaware ofthe specffic agency that is provlding services. 

brimer Countv Emofovmant and Tralnina Services The sewices delivered by JTPA and the Job 
Service are “seamless’ to the client. The dlent makes inltii contact with a receptionist (funded 
jointly by JTPA and the Job Service), who makes a determination of whether the client should be 
sent to job training (JTPA) or job search/placement (the Job Service). The client is not really 
aware of whether he/she is being sewed by a state or county worker (or program) and can 
easily be referred back and forth between the two programs. 

The Connecticut Job Connection. State and local officfals emphasbe that CWKfiMtfon enables 
agencies to offer intensified case management sewices. which helps to insure that referrals are 
completed and result in desired outcomes. 

New ,Hamoshire Emolovment and Trainlna fVnder One RwP). State level offlchls believe that 
the linkages among their agencies result in better referral of dients between agencies. This 
results in an improvement in the overall quality of services. For example, one interviewee 
asserts: 

. ..The results of our referrals are now better known and this makes for better 
referrals. Over time, the agencies are getting more in tune with each other, have 
a better sense of each other, and the new forms are helping to build this. The 
“no show’ rate should be dedining. We are getting fewer [inappropriate] 
referrals from welfare and this is good. 

Local office staff make the same arguments, though less enthusiastically. They tend to see the 
improvements as more km&d, and they believe that the efforts to improve referrals have resulted 
in only ‘modest increases in the appropriateness of the referrals. As one local official sakf: 

. ..Sewice has improved for the rare client. In eighty or ninety percent of the cases, it is 
clear who should go to which agency. However, there are more OptiOns and better 
referrals for the other 10 percent. 

Others, including some JTPA staff, saw limited or no improvements in the qualky of the referrals 
that their agencies received. 

Alleahenv Countv Sinale Point of Contact Prwram. By providing centralfzed employment and 
training activities in a single location, clients do not have to pass through a maze of agencies at 
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different locations to get help. Once they enter a center, clients may be sewed by staff from 
three or four agencies, but they need not be concerned (and are probably not aware) of this. 

Houston Proiect lndeoendence 365. Coordination between the SDA. weffare agencies, 
and the employment sewice has resulted In a comprehensive, hands-on service delivery 
system for welfare recipients. This program, whose goal is to assist welfare mothers to 
become self-supporting within one year, closely monitors program participants to insure 
that they do not ‘fall between the cracks” when they are referred for sewices to other 
agencies. 

Southwest Wisconsin Job Centers. Co-location among the job centers means applicants can be 
assisted by the most appropriate agency on ske or receive prompt referrals to other sewice 
providers. 

b. Reduction in Time/Costs Associated with Accessing Sewicep 

Other interviewees stress that clients save both time and money because the referral process is 

simplified or a single case manager provides access to all (or most) of the services that are required 

Further, in some instances, agencies are co-located so if referral is necessary the client is easily referred 

to another agency (e.g., clients might be seen the same day by the other agency). Out-stationing of staff 

In remote areas - i.e., the full or part-time locating of staff at another agency -- also reduced travei time 

and costs for clients. 

farimer Countv Emolovment and Trainlna Sewices Because Job Service and JTPA are co- 
: located, clients can meet with both staffs and be registered for JTPA and Job Service in a single 

appointment. This has the added advantage of reducing the loss of clients during referrals to the 
other agency. According to one program administrator: There are also fewer drop-outs in 
referrals from Job Service to JTPA than there used to be when the agencies were in different 
parts of town.’ 

In the Loveland office, the co-location of Job Service and JTPA is supplemented with the on-site 
vfsks (i.e., out-stationing) from the following other agencies -- Senior Employment Sewices, 
Division of Vocational Rehabilitation, Job Corps, and Veterans Services. This means that clients 
can access these special services at the Loveland office in a single visk without maklng the 20- 
mile round-trip journey to Ft. Collins. Hence, dlents save both time and travei money. Because 
there is no public transportation between Ft. Collins and Loveland, the availability of such 
sewices at Loveland also overcomes access problems faced by dients. 

The Connecticut Job Connection. State and local officials stress that the cwrdiMtion effort 
saves dients’ time. This is, in part, the result of out-stationing of agency staff. 

Ihe Naoa Countv E dovment Trainino Prcoram. The Napa County Employment Training 
program provides *Ge stop shopping’ for a wkle array of employment, training job placement 
and support services for about 500 dlents per year. Case managers from a varkxy of programs 
In Napa County are co-located in a junior high school, including representatives of the school 
district, adult education program, economic development, the agency for the aged, the 
community cdlege. child care referral services, and several other agencies. According to one 
administrator, co-location results In a substantial reduction in the rate of dropout during the 
referral process. Because dients are referred to another office within the same building, they are 
less likely to skip appointments and dropout. 
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Aleahenv COU TV 0 e Stoo Shop. The biggest gains of the coordination accrue to the 
participants. Sr prolfding so many services in a single location, participants spend much less 
time traveling from one location to another. 

B. Benefits for the Agency 

1. Access to Additional Resourcaa 

Many of the agencies report that cwrdktation enables them to obtain additional resources to 

serve their clients, Additional resources generally result from the ability of agencies share the resources 

of other agencies -_ such as staff, facilities, Information. and Information systems, For example, linkages 

between a JTPA program and the employment service might provide the JTPA program wkh access to 

available jobs within the employment sewice computerized job bank. Co-location of two agencies within 

the same building may enable agencies to share conference space and equipment at substantial savings 

to each agency. Agencies may be able to establish an integrated intake system, which might Involve 

sharing of staff. 

bdmer Countv Emdovment and Trainina Services JTPA and Job Service administraW feel 
that coordination maximizes program resources.’ ‘The two agencies share space, which results 
in greater utilization of conference rwms and other facilities. The agencies also share 

~ 
personnel -- for example, JTPA and Job Service jointly fund a receptionist (who meets new 
clients) and a Target Jobs Tax Credit staff member. At times of heavy demand, the Job Service 
and JTPA supplement each other’s staff -far example, when a major brewery opened a plant in 
the county, the Job Service utilized the JTPA staff la assist in processing the nearfy 20,000 job 
applications. The two staffs also share computerized data. A local area network enables both 
JTPA and the Job Service staff to match employer job orders with qualifications of the clients. 
The two agencies also advertise their sewices jointly, reducing the costs of reaching target 
groups. 

One administrator summed up the cost savings in the f&owing way: There have dearly been 
ddlar savings resulting from the common reception area and receptionist -- now there is one 
person where there used to bs two. There is also a shared worker who handles all of the 
Targeted Jobs Tax Credfts. It is hard to say how much of the administrative cost savings has 
come from the integrated intake and how much from cdocation because the two changes were 
put into effect at a time of great cutbacks in Job Service and CETA/JTPA funding.” 

Alleahenv Countv Trade Adiustment A&stance Coordination Proiect Because of budget 
reductions, the employment selvice is no longer able to provkle adequate sewices to TAA 
participants. Under the current arrangement, JTPA provides most of the needed services. 

Alle&env mum 0 e Stoo Shqg. The SDA Is both able to augment the nUt’fb% of staff 
available to sewe &icipants and to provide a much richer mix of services than they could 
provide alone. 
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2. Abilftv to Secure Additional Funding 

In some instances, coordinating agencies are able to secure additional funds from public 

agencies or private sources. Coordination provides opportunities for agencies to work together in 

innovative ways, which sometimes enables agencies to qualify for other sources of funding. 

New Jersev’s 10.000 Graduates...10.000 Jobs Prwram. This program enabfes both the SDAs 
and the schools the opportunity to secure additional funds and staffing that would not have been 
available. SDAs are able to use the eight percent funds in a flexible manner to add another staff 
person, who concentrates on education linkages. The local education agencies are aMe to draw 
upon additional state education funds to add a counselor at each participating high schod to 
serve at-risk students. 

Southwest Wisconsin PlCs Job Centers. Successful coordination results in special funding from 
the state to the PIG. as wdl as to other SDAs interested in establishing Job Centers. 

Larimer Countv Emdovment and Trainina Services The coordination between Job Service and 
JTPA is an important factor in the JTPA program’s ability to secure additional public and private 
funding for special projects. The close link between the programs enabfes the JTPA program to 
secure additional state funds when large employers locate new facilities in the area. Recently, 
the JTPA program secured S35,OOO in private-sector funding for specbl projects to serve 
disadvantaged youth. One JTPA official notes that such private and pubfic sector funding should 
not have been possible without the coordination’ between the two agencies. 

: 3. Greater Flexibilftv in Usina Funde 

Coordination provides some agencies with greater flexibility in using funds. In some instances, 

greater flexibilfty Is the resuft of being aMe to shift funds from activities that are (now) performed by 

another agency. For example, a JTPA program linked wkh the employment service might reduce or 

eiiminate fts job development activities - this frees up funds for other activities. Another way in which 

coordination may increase funding flexibility Is where one agency has constraints on the expenditure of 

funds, but the other agency does not. For example, coordination can help SDAs overcome the 

limitations on non-training expenditures if other agencies pay for work experience and supportive 

sewices. 

Additional Surmott for Peode in Retrainina and Education (ASPIRE). State of Maine. According 
to the program administrator: ‘There is also more flexibility to move money from agency to 
agency wkhln the program than would have happened without a community inkiatlve. For 
example, lf the Welfare, Education, Employment and Training program in the Maine Department 
of Human Services runs out of support services money towards the end of the year, then JTPA 
r the Maine Training lnkiathre can pitch in: 

Larfmer Countv Emdovment and Trainina Services Coordination provkles the agencies with 
greater flexibility in using funding among the varfous programs. For example, coordination 
among the JTPA and vocational rehabilitation has enabfed the two agencies to use funds flexibly 
to cover costs of sewing those who may be in need of vocational rehabilitation sewices. Testing 
for a disability is costly and difficult; while JTPA is capable of funding some testing in this area, it 
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has also relied heavily on vocational rehabilitation to provide this service. At the same time, 
JTPA funds some training and on-the-job training that vccationaf rehabilitation is unable to fund. 
In terms of training staff, JTPA and Job Service jointly fund the General Aptitude Test Battery 
(OATS) training sessions for staff from both agencies. 

Qsev’s Chuckwaaon. Southwest Wvoming Coordination among the three agencies (the Job 
Training Administration, the Vocational Rehabilitation Program, and the Developmentally Disabled 
Program) imrdved in this project enables each agency to avokf funding limitations. No single 
entity can fund all aspects of the program. The Jab Training Administration can not pay for the 
van or food wwice equipment; the Developmentally Disabled and the Vocational Rehabilitation 
Programs can. But the Job Training Administration can pay for the training component and also 
has the expertise to establish this component. 

4. Abilltv to Offer Wider Ranae of Services Tameted at Client Needs 

Through integrated service delivery and referrai agreements. cwrdiMted agencies typically offer 

a wider range of wwices to clients. For example, linkages between JTPA and local education agencies 

often enaMe JTPA programs to offer remedial education programs before clients enter job training. 

Unkages between JTPA and vocational rehabilitation programs enable JTPA programs to provMe more 

extensive testing of client disabilities and, if necessary, referral to rehabilitation programs. In addition to 

offering a wfder range of sewices. coordination often enables agencies to better target services on client 

needs. Unkages with others enable agencies to draw on the expertise of the other agency to assess 

client needs and match these needs to a wider range of available services. Without such linkages, client 

needs may not be fully understood, resulting in wasted time and effort on training or job placement 

actlvties. Having special support sewices available also tends to make case managers more aware of 

potential barriers faced by dlents and of the resources available for overcoming such problems. 

Alleohenv Cou tv 0 e Stao Shop. The presence of mental health staff at the One Stop Shop 
has enabled a !argelumber of Title II-A and Title III participants to receive mental health services. 
Without on-&e availability, few of the participants woukJ have received such services, either 
because of the stigma associated with mental health facllitiw or the inconvenience of visiting the 
facilities. 

Venont’s Reach UD Prooram. This statewide inkiatfve is designed to help persons who receive 
AM to Needy Families wfth Children through the Department of Social Welfare (DSW) la become 
self-sufficient. The program is jointly operated by the Department of Social Welfare, the 
Department of Employment 8 Training, and the Department of Education. This program targets 
the ‘hard to place’: generally female, single heads of households. that have been on puMic 
assistance for a lengthy period and have relatively low education and training levels. The 
cwrdimted arrangement provkies for more comprehensive and continuous support for clients. 
It also features a case management approach under which sewices are more strategically 
targeted on the needs of the client. 

Rdla Slnale Parent/Homemaker Prooram. This program’s intended target groups are single 
parents, homemakers, and displaced homemakers. It involves a joint effort between the SDA 
and the Single Parent/Homemaker Regional Center at Rdla Vocational-Technical School, funded 
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in part through Care Perkins funds. Services include special outreach and recrukment efforts for 
the targeted population, career assessment and planning, referral to area agencies for training 
and supportive services. counseling and support group sessions, preemployment and life skills 
workshops, and job placement. The program uses a case management approach, which 
examines the specific needs of the single parent/displaced homemaker, and then refers or 
directly provides the services that the indivkiual needs to become job ready and self-sufficient. 

Job Trainina Homeless Demonstration Prooram&te of Delaware. This McKinney Act project 
provkies case management and job training/education services to a difficult to serve population - 
- the homeless -- targeting single mothers and persons with mental illness. Case management 
Includes provkfing clients with physical and mental health services. housing, and economic and 
scclal service assistance. Job training includes remedial education. The state’s Department of 
Afcohdism, Drug Abuse, and Mental Health subcontracts with a non-profft group (Connections) 
which provides case management. When clients’ physical and emotional problems are stabilized 
sufficiently, they are referred to a job training program through JTPA. 

5. Increased Knowledae end Communication Amona Aaencv Staff 

Coordination often results in increased knowledge and communication among the staffs of 

coordinated agencies. lntetviewees note that where agency staffs had not talked to each other before 

the initiation of the project, there is now almost daily communication. With this communication, as well 

as joint planning, agency staffs find that they learn much more about the other programs -- Including 

their objectives, ellgibilfty criteria, types of services offered, locations, information systems, and whom to 

contact when a referral Is needed. Many stressed that they can now pick up the phone or walk down the 

hall and talk to someone about a client’s problems. Co-location of agencies and integrated service 

dellvery are c&d as partlcularty stimulating communications among agencies. 

New Hamoshire Emolovment and Tralnino PUnder One RooP). State and local staff agree that 
this project has improved communications across agencies. Staff know more about other 
agencies’ programs, including both the kinds of se&es offered and the constraints that the 
agencies operate under. 

Houston Proiect lndeoendence 36S The Texas Department of Human Service case 
managers now have a much better understanding of the avafiabfe training programs and 
can provide better guidance to the client. This agency had previously not worked 
closely with the Houston Job Training Partnership Counclf. 

Larimer Countv Emdovment and Trainina Se ‘ces For JTPA and Job Service staff the co- 
location of these two agencies enormously i&&&s the communication among workers 
(especlaily during the referral process) and understanding of each others’ programs. 

6. Abilitv to Share Credit for Client On 

In some instances, agencies work out agreements under which they share credti for dient 

outcomes. For some agencies, there is Initial concern over how coordination might affect performance. 

42 



For example, agencies may fear that (1) another linked agency might not perform Its role effecthrety, 

resulting in a negative outcome (e.g., a lost job placement) or (2) they may not receive appropriate credit 

for client outcomes that result from cdlaboratfve efforts. Where agencies are able to share credit for job 

placement and retention, it is viewed as a major advantage. 

I arimer Countv Job Develooer’s Network. Agencies involved in the Job Developers’ Network 
share credit for job placements, This creates a greater willingness among the 15 agencies 
involved in the Network to share job openings and reduces fear within participating agencies that 
perfomrance outcomes might decline. 

7. Abilitv to Place Clients throuah Other Aoencier at Little 01 No Additional COet 

Some agencies find that coordinetlon with other agencies enabies them to piace clients at little or 

no additional cost, Where in the past they may have been involved in intensive job development and job 

placement activeies. with coordination they are able to hand these activeies to another agency that 

specializes in this area. Other agencies may have closer linkages with certain types of employers that 

are better suited to the specific needs of dients (e.g., disabted veterans). Further, the linkages wtth the 

other agency and the ability to draw upon their listing of job openings may come at virtually no additional 

cost to the agency. This benefit commonly occurs in JTPA-employment service coordination efforts, 

where the employment service specialized in placements. 

0. Increased ODerational EMciencv and Reduction of Duollcative Aoencv Effort? 

Many sites view coordination as enhancing operational efficiency. In particular, it Is stressed that 

coordination reduces duplication across agencies. For example, several agencies in a locality may have 

been contacting the same employers for job leads. This required each agency to have job development 

staff. By collaborating, tt is possible to share job development activities across agencies, wkh each 

agency focusing on a group of employers. or to delegate the responsibility to one agency. This not only 

reduces duplication among agencies, but saves time for employers by creating a single point of contact. 

Agencies that integrate intake and eligibility determination also are likely to realize cost savings. 

Coordinating agencies often find that during client intake a similar set of questions are asked of each 

client. Much of the information needed by all agencies can be elicked in a single interview, if the 

agencies jointly pian the intake lntewlew and fomx. Time savings are realized both for the agency and 

the client. Sharing of information systems make such an integrated intake approach even more efficient, 

43 



3 
Y 

because much of the data on clients can be collected during a single intewiew and entered into a shared 

information system, 

Southwest Wisconsin Job Centers. This project estimates that it has achieved program cost 
savings of approximately $255,600 over the last two years from integrating staff and facilities 
Areas of savings include the fdlowing: 

The Job Service saved at least $150 per month in Dodgeville by locating in the PIC office 
and utilizing space vacated when PIC staff were stationed in other offices. 

The PIC is saving as least $250 per month in copy machine costs (purchase/lease and 
maintenance) for the Lancaster, Monroe, and Richland centers. The Job Service is also 
saving at least $150 per month for similar costs in the Dartington and Dodgeville centers. 

The PIC is saving approximately $tCCt per month in staff travel by assigning staff 
permanently to specific local offices. In addition, the Job Sewice is saving the cost of 
one state vehicle through similar assignments and therefore eliminating itinerant travel. 

The Job Center is estimated to save at least $125 per month in long distance telephone 
calls by having access to the Job Service computer-based message system (SYSM). 

Without these savings, fewer people would have been sewed. 

The Connecticut Job Connection. This program reduces administrative costs by avoiding 
duplication in service delivery and administration. Funding Bridgeport Jobs through the Private 
Industry Council of Southern Connecticut results in economies of scale. For example, there is no 
need to hire a separate agency director and financial management staff. 

New Hamoshire Emdovment and Trainina f”Under One Roof”). Although there is no way of 
documenting it at this time, New Hampshire officials indicate that this initiative has already saved 
money and will continue to do so in the future. 

Alleohenv Cou tv Sinale Point of Co tact Prooram. The staff believes that the delivery system 
provaes cost ivings because of ec:nomies of scale, enabling coordinating agencies to sewe 
more welfare recipients and to provide more intensive services. 

Houston Proiect lndeoendence 3S5 For the sponsoring agency, this project eliminates the need 
to establish a network of contacts in the other agencies. Now this agency deals only wfth staff 
assigned to the project from other agencies, and has access to all the services those agencies 
offer. 

Financial Aareement between the Deoartments of Emdovment Sewices a d duca o S a e o 
The financial agreement provides the JTPA staff with direct accrssEto trayni:g s!ldts f6 Kentucky. 

dislocated workers, so there is a reduction in administrative effort and time in placing participants 
in training. The financial agreement also simplkies administration by reducing the number of 
contracts for vocational training to just one -- between the Department of Employment Services 
and the Department of Education, This system will continue under EDWAA by folding the 27 
Dislocated Worker Centers under the 10 local employment sewice offices designated as the sub- 
grantees In the 10 SDAs who will administer EDWAA. 

Yolo Countv. California GAIN [Greater Avenues for lndeoerxfe ce) An agency administrator 
identified the following savings from coordination: ‘Money is t?eing saved. If the Department of 
Social Services (DSS) had not decided to use JTPA for classroom training, they’d have had to 
spend the time and money to set up their own parallel system. Co-location is helpful in many 
ways, but invdved some start-up costs. There will not be overall cost savings unless the model 
stays in place, relatively intact, for six years or more.’ 
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Yavaoai Countv. Arizona Food Stamo Work Search Prwram. Welfare, Job Service and JTPA 
jointly run a job search workshop at each of the two offices in the county. According to the 
interviewee, this program results in savings for the agencies invdved in this program. The 
current program provides $245 to Job Service for each Food Stamp client who gets 16 hours of 
job search training (to be raised to 20 hours in 1990) and is placed in a job that pays $3.50 an 
hour (for youth) or $4.00 an hour (for adults). This is considerably below the $1,500 to $2,500 
cost per placement that is typical of most JTPA acMiies in the area. 

9. Better Trackina of Services Received bv Clients and Outcome 

Coordination of services across agencies sometimes results in the development of case 

management systems, which lead lo better tracking of services provMed to clients. When agencies 

coordinate services for clients. they are more likely to examine the total needs of clients as part of an 

assessment process. Building upon clients’ needs, the coordinating agencies aItempt to provide a 

tailored package of services to meet these needs. With communication between the agencies enhanced, 

there is greater ability and likelihood for agencies to track sewices provided to dlents. 

In addition, communication across agencies -- particularly shared information systems - provide 

the opportunity for agencies to better track clients that are referred to other agencies and lo exzimine 

future:outcomes. For example, in Allegheny County. the JTPA program coordinates wkh the local 

education agency (for remedial education), a state mental health agency (for diagnosis and treatment of 

mental illness and drug dependency), the local welfare department (for support SetViCeS and InCOme 

maintenance)‘and the .Job Service (for job placement). As a result. it not only provides a more 

comprehensive range of services for the client. but also is better able to track all sewices provided to the 

client and resulting outcomes. 

10. Enhanced Abilitv to Serve Mandated Tamet Grouw 

Coordination can be instrumental in enhancing an agency’s ability to sewe difficult-to-reach, but 

mandated target groups. For example, linkages between a JTPA program and a local education agency 

often can improve access of the JTPA program to disadvantaged students. The JTPA program IS able t0 

reach these students at a relatively young age, make them aware of training opportunities and other 

employment services. and even begin to provide some sewices through summer youth programs and in- 

school programs. Linkages with community groups -- such as those that sewe the elderly, battered 
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women, homeless, refugees and other -- can provide JTPA and other programs wkh avenues to identify 

and recruk program participants. 

New Jersev’s 10.000 Jobs...10.000 Graduates Proaram. Through this program, JTPA has more 
access to schools and has established good relationships with faculty and school boards. This 
program enables SDAs to identify and target a population -- disadvantaged students with a high 
risk of dropping out of school -- that in the past had been difficult to reach. The schools provide 
considerable detail on each student’s capabilities and the possibility for early and continuous 
testing and monitoring of students. This helps the SDAs to match the students to jobs or the 
types of additional training that they might need for future placement in career-type jobs. 

Alleahenv Co tv 0 e Stow Shop. All the agencies believe they receive a number of benefits 
from the One”gop s?lop. The two social sewice agencies, Mental Health and Mental Retardation 
and the Dffice of Vocational Rehabilitation, find that they can now provide important social 
sewices to a population that would otherwise be difficult to reach. 

Houston Proiect IndeDendenCe 365. The Houston Job Training Partnership Council (HJTPC) 
subcontractors are restricted in their ability to offer long-term services to participants who cannot 
be made job ready within a short period of time. Independence 365 allows HJTPC to sewe 
those with greater needs. 

Larimer Countv Job Develooars’ Network. The Job Developers’ Network enables Job Service 
and JTPA to reach previously difficult-to-sewe target groups. For example, these two agencies 
have had some difficulty in reaching the homeless wth their services. With the Homeless Project 
pan of the Job Developers’ Network, these two agencies have found that they have had greater 
success in reaching the homeless. 

Communitv Work Exoerience Proiect ICWEP). Northern Nevada SDA. This collaborative effort is 
~ attractive because the SDA had problems in sewing and placing adult welfare recipients in the 

past, According to a program administrator: We had trouble attracting them (i.e., welfare 
recipients) and getting them jobs, and we were therefore delighted to have the opportunity to 
work with the welfare department to develop a program that would improve our ability to sewe 
this group.” 

11. lmrwoved Imaae with Clients. Emulovers. and the Communitv 

Through cwrdination. some agencies improve their image with clients, employers, and the 

public-at-large. This enhanced image results from several factors. In some cases, ft is simply because 

coordination results in more effective and efficient dellvery of sewices to clients -- hence, better 

outcomes for dients. In some instances, an enhanced image results from an ability to alter the 

community’s perception of an agency because it is linked with another agency or agencies. FOI 

example, two agencies -- the SDA and Job Service -_ might come together in a locality to form a single 

integrated entity, which is given a new name. This new entity may -- in the view of clients, employers, 

and the public-at-large -- may be able to draw upon the perceived strengths of each individual 

organization. Further, the linkage may lead to fundamental changes in agency operations and improved 

performance leading to an improved perception of the agency within the community. FiMlly. agencies 
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within a coordinated effort may be able to draw upon abilities of staff with public relations skills in another 

agency or share resources to fund public relations efforts. 

Larimer Countv Emolovment and Trainina Services. Both JTPA and Job Sewice indicate that 
under the COOrdiMted arrangement they are able to cultivate a “better image” with local 
employers and the community as a whde. By working together, each agency is able to do what 
they do best and to work at providing “quality, marketable’ sewices. Two major complaints of 
employers have been virtually elimiMted by the Job Developers’ Network -- (1) no longer are 
employers contacted repeatedly about positions by several agencies, and (2) employers are 
provided with the number of job applicants that they have requested. In addition, with the 
establishment of the Job Developers’ Network, the joint job development efforts have lifted the 
employer contact rate from 11 percent to 35 percent. 

Southwest Wisconsin Job Centers Coordination allows employers’ needs to be met more 
effectively through account representatties so that each employer is contacted by a single 
representative of all employment and training programs, A PIC administered suwey measuring 
employer satisfaction during a six-month period in 1988 found 95 percent of employers felt their 
timetabfes for filling positions were met; 81 percent were satisfied with their referrals: and 100 
percent indicated they would use the Job Center sewices again. 

12. Aaencier Can Specialize in Area8 of Ex~ertiae 

Some interviewees argue that cwrdlnation enables agencies to concentrate on what they do 

best” and leave other support sewices and assistance to other agencies who specialize in those areas. 

Most agencies find they are unable to meet all of the needs of their clients, yet these needs may pose 

major obstacles to providing employment and training services. Through coordination with other 

agencies -- particularly establishment of referral agreements with other agencies and integrated sewice 

delivery -- agencies can reduce their efforts on support sewices and concentrate on what they are best 

suited to provide. 

Alleohenv Countv Slnale Point of Contact Prwram. In this program, each agency concentrates 
on what it does best -- JTPA focuses on training, welfare staff provide special allowances and 
program coordination, and the employment sewice provides labor exchange services. 

New Jersev’s lg.MM Graduates...10.000 Jobs Prwram. This joint effort enables the SDAs and 
ocal education agencies to do what each does best, That Is, SDAs develop jobs and place 
students into vccati~ training programs funded under JTPA; the schools provide basic 
education, counseling and employability skills. Linkage with the SDA bring the schoois closer to 
the business community, as well as providing a direct line to jobs and job search resources that 
students can use. 

Yolo County. Califomfa GAIN (Greater Avenues for Irxfeoendenc~ According to the director of 
the program: ‘JTPA is better at job development -- it would have taken years for the Ydo 
County Department of Social Services to gear themselves up to do effective job development.” 
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13. Enhanced Performance Outcomes 

Finally. many of the SDAs report that through coordination they are able to enhance JTPA 

performance outcomes. Many of the reasons for enhanced overall performance have been discussed in 

this chapter, including the fdlowing: (1) agencies can provide a wider range of services to clients with 

specific employment barriers, (2) agencies can redeploy resources on other activities because of 

elimination of duplicate or inefficient operations, and/or (3) agencies can concentrate on the aspects of 

service delivery that they do best 

New Hamoshire Emdovment and Trainina (“Under One RwP). Improved overall performance 
has occurred in the fdlowing areas: (1) pfacements of AFDC recipients by Job Service. (2) the 
proponion of AFDC recipients sewed by JTPA, and (3) referrals of AFDC recipients to vocational 
rehabilitation programs. 

Weld Countv. Colorado JTPA - Welfare Coordination Proiect. This project is credited with 
reducing welfare recipients in the county, at the same time that most other counties in the state 
experienced growth in the number of recipients. In fact, the number of welfare recipients in Weld 
County has returned to the same level as 1971, when the population of the county was 
substantially lower. 

Prolect Genesis. Montaomew. Alabama. According to the project director: 7he project has 
been very successful; it has resulted in better sewices for clients. We are now doing what we’ve 
wanted to do with welfare recipients, placing them at a high rate. We couldn’t have done k 
wkhout the coordination w&h other agencies. We couldn’t have pulled together the sewices that 

: our clients need without coordination.’ 

C. Summary 

Throughout the case studies and telephone intewlews a consistent theme emerges: the 

advantages of coordination substantially outweighs its disadvantages. Interviewees cite many 

advantages for both the client -- particularly better access to a wider range of sewices and a reduction in 

the barriers to accessing services -- and the agencies involved in CWrdiMtiOn. Agencies benefit in a 

variety of ways, including greater flexibility in using funds; ability to offer a wider range of services 

targeted on client needs; increased knowledge and communication among agency staff; increased 

operational efficiency and reduction of dup4icatlve agency efforts; and enhanced ability to serve 

mandated target groups. 
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CHAPTER 4 

DISADVANTAGES OF COGRDiNATfON 

The majority of staff interviewed report few or no disadvantages of coordination. When 

disadvantages are mentioned, staff often state that the beneffts of coordination far outweigh the 

disadvantages, and that the costs asswfated w&h coordinating programs are low or negligible once the 

coordination is established. Most of the disadvantages apply to agencies rather than participants, and 

concerned the extra effort in time and resources required to make coordination work. Because we 

focused on successful coordination efforts in our case studies, the Rndings reported here may not be 

representative of all collaborative efforts. 

A distinction should be made behveen disadvantages of coordination and barriers to 

coordination, which are discussed in Chapter 6. Disadvantages are the costs that result from 

coordination and are borne by either the client or coordinating agency. Barriers to coordination are the 

obstacles (legal, administrative, or other) that prevent or impede collaboration. Even though 

disadvantages of coordination are reported in relathrely few coordination efforts, the fdlowing is a 

discussion of the most significant disadvantages to clients and cwrdinating agencies. 

A. Disadvantages to Agencies 

It is far more common for disadvantages of coordination to affect coordinating agencies than 

clients. Coordination can cause agencies to undergo slgniflcant change in managerial structure and 

sewice delivery, and agency staff reported the following issues as the most common disadvantages 

experienced: 

staff time and energy involved in planning and sustaining coordination; 

loss of autonomy in decision making; 

. need to resolve interagency conflicts; 

need to maintain new operational procedures, dlent flows, and information systems; and 

inefffciencies of out-stationing staff. 
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1. Staff Time and Effort Involved in Ptannino and Sustainina Coordination 

The most significant disadvantage of coordination is the extra time and effort required for agency 

staff to plan and sustain coordination. Extensive time is needed to maintain regular communication 

among coordinating agencies, usually in the form of regular meetings. These meetings also frequently 

require time for preparation and follow-up. Some staff wki that they spend tw much time planning and 

meeting with each other and tw lfttle time sewing their clients. Furthermore, coordination often causes 

addtional paperwork that augments existing responslbllfties. 

wntv SDA The Napa Valley SDA is the lead organfzation In administering the state’s 
GAIN program for welfare recipients. The SDA’s subcontractors include seven puMic agencies 
and two prfvate firms. Although co-location of all but one agency facilitates communication, 
extensive time Is still needed to set up and sustain coordination among the agencies. For 
example, case managers meet weekly and all staff meet monthly to keep each other aware of 
sewice delivery. 

The New Futures Prwram In ArkansgS This program focuses on providing sewices to at-risk 
youth. SDA staff report that it is a burden to attend meetings and planning Sessions necessary 
for coordination in addition to fulfilling existing responsibilities. In addition, the increased number 
of people lnvdved in planning Increases the likelihood that tasks will not get done. Agreements 
might be reached in meetings. but follow through cannot always be guaranteed. 

New Hamoshire Under One Roof. This program has the goal of co-locating JTPA. the 
employment service. and the welfare department. Staff report that the Employment, Training, 

~ and Welfare lnitiitive results in new forms that represent an increase in paperwork, especially for 
JTPA staff. From the JTPA perspective, the new forms are thought to be useful for ‘computer 
people’ who run tracking systems, but not for the line staff who work directly with clients. 

2. Loss of Autonomv in De&ion Making 

Another disadvantage from many agency managers’ perspectives is a coordinating agency’s loss 

of control over decision-making. As discussed above, regular meetings are generally held among 

agencies where decisions concerning service delivery are reached. Although one agency might have the 

most authority on a ghren issue, that agency cannot act unilaterally without the possibilii of hindering 

effective coordination. Through coordination. agencies become more vulnerable to other agencies’ 

decisions, which might mean glvlng up some of their previous Yurf.’ Turf battles are frequently cited as a 

banter to coordination (SW Chapter 6 for a more detailed explanation), but they also can prove to be a 

isadvantage, as shown in this section and the next. 

The Connecticut Job Connection. This program provides job training and placement for welfare 
recipients. JTPA staff are cccasionally reluctant to refer clients to the Job Connection because 
such referrals decrease their control over the client and service delivery. Similarly. some Job 
Connection staff think the same way about making referrals to speckfc employment and training 
programs. 
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The Utah Custom Tralnlna for Economic Growth Prw. This program uws JTPA eight 
percent funds, Perkins Vocatio~l Education funds, and state funds to provfde custom training for 
employers. Durfng the first phase of the program, SDAs had little contrd over decision making 
because the eight percent funds were allocated to the State Department of Vocational Education, 
and local SDAs were not always kwdved In decisions about funding projects In their areas. The 
SDAs sought greater contrd. and during the second phase of the program most of the funds 
were allocated to the local areas, with a resulting decrease In state wntrd. 

3. .Neerl to Reeoive intemaencv Confllm 

Coordination often entails interagency wniflcts. Some coordinating agencies have experienced 

tension over deflnltions of cwrdination arrangements as well as over conflicting program goals and 

operations. State and local agencies often have their own phllosophiw regarding which dients to serve. 

how to wwe them, and how to measure success. Although agencies often have to lfve with thew 

differences. agency staff occasio~lly need to resdve slgniRcant confilcts that impede successful sewice 

dellvery. 

The Ho eless Job Trainino De o stration Proiect in Delaware. This project is funded under the 
McKfnn!y Act to provide case kkgement along with job training and education services to the 
homeless. Case management indudes provkfing physical and mental health services, housing, 
and basic soclal sewices. The disadvantage ls that employment and training staff think the social 
wtvlws caw managers are not sufffclently oriented toward job training and focus solely on 

; meeting dlents’ basic needs. JTPA offlclals think that caw managers should be educated more 
about training opportunities for the homeless. 

The Nevada JOIN Communkv Work Exoerlence Prwmm. This program involves the Northern 
Nevada SDA (Job Opportunftiw in Nevada) in partnership with the state welfare department. 
Problems In communications existed between the two agencies that hampered smwth program 
operations. When JTPA staff conciuded that the welfare clients were not meeting their 
responslbilftiw, JTPA wanted to take them out of training. The welfare staff, however, did not 
vfew the situation as JTPA did and were not as punitive wkh welfare clients. In addition. the 
welfare department wanted training to be shorf so that weffare recipients could be placed quickly 
in a Community Work Experience Program job, but the SDA preferred longer courses. The 
conflid was resolved when the SDA acceded to the welfare department’s perspectfve. 

4. w to Maintain New Ooamtionai Procedurea. Client Fiowa. and information 
Svttrmr 

Combining agencies’ data systems is usually time consuming and expensive, and may be viewed 

as both a barrfer and disadvantage to coordination. The alternative. maintaining separate systems, 

results in proMems in accessing data and is wasteful of resources k data must be entered more than 

once. One reason for the problems that arfw is that agencies often have dkferent data needs for 

eiigiblffty deteninatlon. accountabflfty, and performance measurement. In contrast to JTPA and welfare 
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programs, employment service and vocational educational programs have no eligibility requirements and 

generally have less complex data systems. Furthermore, agencies often use different computers and 

define key terms (such as placements and terminations) differently. Therefore, integrating different 

agencies’ systems and methods of setvice delfvery often requires developing and maintaining new 

procedures for operations, client flows, and information systems. 

Arizona Works! This project had problems wfth tts management Information systems. The 
,project staff found it dtfficult to pull together the data needed for planning and overseeing a 
coordinated system serving JTPA, the employment servfce, and wetfare recipients. 

The Alleohenv Countv Single Point of Contact Prooram. This program has had dtfftculty dealing 
with three disparate computer systems: JTPA. welfare. and the employment service. The state 
has attempted to maintain separate systems and link them at appropriate points, but the 
program staff have found maintaining three systems very dffftcult. 

The Tulsa In&orated Intake and Assessment Center. This Center provfdes intake and 
assessment services to the locai SDA. the employment service, the welfare department. and local 
vocational education schools. The management information systems are incompatible, and the 
center must frequently enter data multiple times. The Center also ftnds It dtfftcult to share 
lnformatlon and track clients across agencies. 

5. Potential Inefficiencies of Out-Stationina Staff 

. In some coordination efforts, agencies maintain their base location and establish a presence in 

the offices of other agencies. For example, the employment service mlght out-station staff at a SDA 

office to provtde labor exchange servfces and/or testing. Slmilatfy, JTPA might station a staff member in 

the employment service office to begin the apptkatlon process. Although out-statlonlng has worked 

effectively for some agencies, problems sometimes arise. For example, staff that are out-stationed might 

be assigned a wider range of duties than is reasonable, or the staff remaining at headquarters may be 

smaller than is desirable. The out-stationing problems, however, should be put in proper perspective. 

Without out-stationing, clients might be burdened wRh additional travel. 

Slater/Madetta Service lnteoratlon Plfot Proiect The Greenvffle County SDA agreed to out- 
station staff in the rural Slater area. Out-stationing these staff, however, reduced staff availability 
at the SCM’s main location where excess demand already existed. After about a year, the SDA 
decided to withdraw from the project because of the lnefflciencies of out-stationing. Other 
agencies experienced the same problem. 

e Sout est lscons n Job Centers This project did not have a large enough caseload to 
$t#y full%e gff for &nne functions at its Job Centers. To deal with this problem, some staff 
splft their time between two centers. Whtle this move enabled them to provkfe services at all 
centers, lt is inconvenient both for staff and pattlclpants. 
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B. Diaadnntager to Clients 

According to staff interviewed, few costs of coordination appear to be borne by participants. It is 

evident, therefore, that coordinating agencies have been successful in simplifying a client’s process of 

obtaining employment and training services. &though meeting dlents’ needs remains the highest priority 

of coordination efforts, a few disadvantages to participants stfil remain. 

1. Burden of Additional Forms 

One disadvantage involves the need for dients to compiete addkional forms to obtain assistance. 

In Larimer County, Colorado, the Job Developers’ Network of over a dozen organizations serves as a 

‘one-stop shop’ for employers and provkdes job placement and job development services for each 

organization’s clients. Some participants complain about the need to complete additional forms. As part 

of the Network, students of a local community cdlege must register with the Job Service. As a result, 

students must complete the Job Setvice registration four. which requires details on the applicant’s 

characteristics and finances. Before joining the Network, these students were not required to complete 

this form or provide such detailed Information. 

2. Accrw to Servicea 

In some instances, coordination results in dients &king more than one site for services. For 

example, in Allegheny County’s Single Point of Contact program for welfare recipients, some participants 

have to go to another ske for testing. This inconvenience is not significant because the other office is 

only a few Mocks away, and it is considered a minor problem compared with the benefits of 

cwrdinatlon. Moreover, In the absence of coordlnatlon the participants may have missed out on the 

services entirely. 

C. Summary 

The majority of coordination efforts that were reviewed ekher had no disadvantages to 

coordination or onfy minor ones. The most signiftcant disadvantage by far is the amount of time and 

effort required of agencies to plan for and sustain successful crx3-dination. Most staff of coordinating 

agencies view such meetings or other regular Interagency communication to be an unavofdable Cost Of 
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coordinating set-vices. Time spent on additional paperwork Is also a cost of coordination. Other 

disadvantages to agencies indude loss of autonomy In decision making. the need to resolve Interagency 

conflicts, and the need to maintain new data systems and procedures. Some of these disadvantages 

may be ameliorated over time, as agencies become more accustomed to dealing with one another and 

possibiy reduce the time needed to sustain coordination. 
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CHAPTER 5 

FACTORS THAT PROMOTE COORDINATION 

This chapter discusses factors that promote coordination at the state and local level. It focuses 

on those factors that are useful both in initiating and maintalning cwrdination. Throughout the 

coordination projects analyzed for this study, many of the same factors are in evidence and play 

important roles in promoting coordination. Many of the factors work in tandem with one another to 

promote coordination. Some factors -- such as high-level political support - are more important than 

others. None of the factors is essentbl, but most are important to successful coordination efforts. 

A. High-Level Polftical Support 

1. At the Federal and State Level 

High-level poWcal support is Mentiffed in many of the sites as an important factor in promoting 

cwrdinatton. High-level potttical support is particularly important from: (a) the governor, (b) cabinet 

level officers and other high ranking stats department administrators, (3) other statewkle elected officials, 

and (4) federal agency administrators. Such support is important in defining the extent to which 

state/local agencies develop coordination arrangements, providing incentives to coordinate and 

disincentives for failing to coordinate. and resotvfng problems that arise when coordination is planned 

and implemented. High-level support can provtde an important mandate for local officials to come 

together to Mentffy ways in which coordination of services Is beneficial and to give the extra effort 

n resolving XI@ issues and other cross-agency conflicts that almost inevitably arise when coordination 

is inltated. 

The Connecticut Job Connection. The governor and other high ranking state officials have been 
strong advocates of increasing coordination to improve service to w&are recipients. The 
governor has played a central role in shaping the Job Connection by making welfare reform a 
personal priority, by designating the Department of Income Maintenance to be the lead agency, 
and by making it dear that he expected other state agencies to cooperate. Later, when 
retirements in the Department of Labor gave the governor the opportunity to restructure the 
agency, he reiterated his commitment to coordinated sewice delivery by designating the 
Department of Labor as the primary placement agency for the Job Connection as well as other 
eiemems of the state’s employment and tralnlng system. The governor chose a leadership team 
that was philosophicalty commttted to consolidating service deltvery and increasing the role of 
their agencies in working with the Department of Income Maintenance and its welfare recipients. 
The appointees were new to the agency and free of the historical ‘tutf battles. As one of the 
appointees recalls: There was support for the idea of coordination in many agencies, but tt was 
not happening on tts own. A high-level effort to promote it was needed.’ 
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In addition, the Department of Income Maintenance Commissioner led a nationwide welfare 
reform planning effort at the American Public Welfare Association, and in this position was 
exposed to the leading thinking in the fidd. His national role is widely believed to have 
sharpened his existing commitment to developing and implementing a program which would put 
his state at the forefront of the welfare reform efforts. 

New Hamoshire Emdovment and Training fUnder One Roof’) All respondents at the state and 
local level agree that the leadership rde taken by the governor was the key step in initiating 
coordination. In 1987, the governor was head of the National Governors’ Association, and it was 
known throughout the state agencies that he wanted to be in the forefront of a variety of issues. 
Welfare reform was one of them. The key leaders of all affected agencies were tdd that the 
governor was personally committed to the effort, and that he was so serious that he wanted an 
.inNal plan within two weeks. He got it. 

Larfmer Countv Emolovment and Training Sewices. There was strong emphasis on coordination 
in the early 1980s from the governor’s level on down. The governor placed strong emphasis on 
integration of human sewices delivery. This created the right kind of climate for coordinating 
JTPA and ths Job Service (as well as other employment and training agencies). At the time that 
Larimer’s coordination project was getting started (in 198081). the governor wrote letters 
supporting the project to the (Coforado) Secretary of Labor and to influential leaders in Larimer 
County. The U.S. Department of Labor Regional Dffice also strongly supported the coordination 
effort in Larimer County. 

Alleahenv Countv One Stoo Shoo and Trade Adiustment Assistance Coordination Protect. The 
current state administration has strongly encouraged the employment service and JTPA to work 
together and has taken several steps to foster coordination. The state’s provision of Title ill 
funds to the SDA prior to the requirement to do so under EDWAA enabled the Allegheny County 
SDA to integrate most services to dislocated workers under Tftle III and economically 

: 
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disadvantaged adults under Title II-A. State-level support also helped the SDA and the Job 
Sewice to reach an informal agreement where most TAA recipients were enrolled in Title Ill 
training. 

Alleohenv Countv Sinole Point of Contact Prooram. The governor initiated this program to 
encourage coordination between JTPA and welfare at the local level. The governor’s support for 
this program, where JTPA is the lead agency in provtding training services for welfare recipients, 
enabled SDAs such as Allegheny County to coordinate fully with welfare agencies, 

New Jersev’s 10.000 Graduates...lO.OOO Jobs Prwram. At the state level, a personal initiative on 
the pad of the governor and the top offichls of the Department of Education and the Department 
of Labor created a climate that was conducive to coordination. Among both the high-level 
decision makers and the middle managers in both departments, there was a consensus that the 
client population (i.e., disadvantaged at-risk, urban students) would be sewed most effecttvely by 
a program that Included dose ties to the private sector. 

2. Su~~otl from Communitv Leaders at the Local Level 

Support from community leaders at the local level also encourages the establishment of 

coordination. In some Instances - such as the ‘bottom-up’ models of coordination discussed in Chapter 

2 - county and city administrators, representatives of community-based organizations, local employers, 

and trade union off&Is play a vital role in promoting cwrdination efforts. These lccal-levei officials often 

have the necessary knowledge of specific target populations and are aware of the opportunities to 



coordinate efforts across agencies at the local level to serve clients better. In other cases where the 

inttiatlve for coordination filters down from the state level (i.e.. ‘top-down coordination). local level officials 

are often instrumental in both the design and implementation process. As discussed in Section C of this 

chapter (“Important Rote of Personalities’), the success of coordination efforts often hinges on the 

strength of a few officials at the local level who are willing to take the risks invoived in changing program 
I 

operations and make the necessary commitment of time to work with others to restive difficult issues of 

coordination. 

larlmer Countv Emofovment and Trainina Services The PIC has played a very supportfve and 
participatory rde in planning and promoting coordktation of employment and training services in 
the county. in addltion. local offichls within the SDA and Job Service, as well as several large 
employers in the county, have provided sustained support for the coordination effort. 

Aiiaohenv Countv One Stoo Shop. The county government played an important roie in 
encouraging coordination. For example, the county commissioners stressed the importance of 
providing mental health servfces to JTPA participants and encouraged the Department of Mental 
Health and Mental Retardation to work wth JTPA. 

B. Coopemtive Attitudes among Msnsgers and Stsff at Agencies 

in nearly all sites, a key factor in promoting coordination is the willingness of agency staffs to 

work with one another. Agencies need to be willing to share information, work toward solutions to 

problems, and compromise when necessary to promote the wkler objectives of coordination. in some 

instances, It is necessary to build trust among agency staffs over a considerable period of time. This is 

particularly the case where agencies have not worked together previously and coordination involves 

integrated deffvery of services to clients. For example, in some cwrdination projects one agency 

provides training services and depends upon another agency to place clients in jobs. Staff provlding the 

training (who might have previously also placed clients in jobs) may be uncertain at the beginning 

whether the other agency staff wfil fully understand the needs of referred clients and effectiiely piace 

them in jobs. 

Alieohenv Countv One Stoo Shop An important factor in promoting coordination is the attffudes 
of the key indivlduais in ail the or&zations participating in the One Stop Shop. All of the key 
staff appear genuinely interested in provkiing the best possibie mh of services to clients rather 
then preserving their own turf. Coupled wkh the fact that they ail saw major gains to 
coordinating and little to lose, the agencies have worked together to provide an integrated set of 
services to clients. 

Houston Proiect lndeoende ce w Good personal reiationships between top leadership at the 
Houston Job Training Par&ship Council and the Texas Department of Human Services led to 
effective inkiii planning and faciiltated the resolution of probfems that developed along the way. 
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in addition, staff seiected for the project were well-qualified and enthusiastic. 
agencies saw the project as a ‘dumping ground’ for unproductive staff. 

None of the 

Southwest Wisconsin Job Centers. The most important element promoting coordination at the 
local level is the willingness of staff members of the Job Service and the PIG to integrate delivery. 
Compared to other examples of coordination evaluated. this proksct is characterized by an 
uncommonly high level of cooperation among iocai staff. This cooperation has resulted in the 
program being viewed by state and local officials as very successful. 

indi~id&is within the SDA and the local high school play an important rde. 
New Je sev’s tO.OW Graduates...t0.000 Jobs Prwram. At the iocaf level the psrsonaikfes of 

For example, in the 
Asbury Park High School program, the coordination between the SDA’s private sector 
coordinator and the school’s representative is extensive, invdving daily contact and sharing of 
responsibilities. This arrangement has flourished in part because the two individuals have gotten 
along well and work so closely together. 
keeping “open lines of communication.’ 

In discussions with each, they stress the importance of 
it is afso evldent that the close proximity of the SDA and 

the high schooi (about one block apart) is important in keeping the two working very closely 
together. 

C. Important Rote of Peraonaitttea 

Many of those interviewed in the course of this study place strong emphasis on the 

‘personaifties’ involved in the coordination effort. in a few instances, a single person could be identified 

who had a vision of how the local agencies should be cwrdinated and worked to realize this overall 

goal. But in most instances, coordination results from the efforts of several indiviiuals - generally, the 

administrative heads of state and local agencies (particularly the head of the SDA) -- who make 

concerted efforts to see the planning effort through to the end and continue to provide time, resources, 

and energy to resofve probiems and maintain the effort. 

Larimer r&~ntv Emdovment and Trainina Se ‘CBS A representathre of the Cofomdo 
Department of bbor indicates that much of tc success in the coordination between JTPA and 
Job Service results from personalities. He argues that for coordination to work the personaifties 
of key decision-makers need to match. Coordination efforts in other counties in Colorado have 
not been as successful as in Larimer County because of a failure of key indivkduais to get along. 
The ability d the SDA administrator and the Job Service manager to work together is particularly 
important in Larimer County. The coordination effort in Larimer County got off to a rocky start 
because d resistance from the Job Service manager. Only after this manager retired dkf the 
effort to coordinate move along smoothly. For coordination to work it is sometimes necessary to 
get rkf of ‘barrfer personalffies.’ A representative of the federal regional office echoes this 
sentiment, lndiceting that a major reason for the success of Larlmer County (and failure to 
coordinate in other SDAs in the state and region) is local personalities. 

D. Change in Agency Funding 

Change in the level of agency funding -- generally decreases in overall funding or special funds 

earmarked for coordination -- often provides an impetus for coordination. 
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1. Decreases in Fundino and Fundfno Shortaaes ss a Stimulus to Coordination 

A decrease in funding sometimes provides a stimulus for one or more agencies to re-evaluate 

current operations and Mentffy ways to reduce costs. Cwrdination with other agencies provides a 

means to reduce costs, without decreasing sewices avaiiabfe to dients or overall agency performance, 

through efimination of duplicate efforts and/or sharing of resources. Decreases in funding sometimes 

provide a rationale for local program operators to discuss ways to continue to provide clients with 

comprehensive, highquaifty services. 

The Connecticut Job Connection. Funding for many Connecticut human service and 
employment and training programs has been declining in recent years, and both state and local 
planners have been seeking ways to work wtth other agencies to combine funds or maintain 
and/or build on current sewice offerings. Examples of the incentives to coordinate stemming 
from funding decreases include: 

The Job Connection does not have the funds to pay for skills training for weffare 
recipients. Therefore, if such services are needed, Job Connection staff must 
turn to JTPA or other vocational training programs. 

. The Bridgeport SDA has been actfvely seeking fundlng from state agencies to 
make up for continuing cutbacks in Title II-A and Tkie II-B funding. The Job 
Connection has been a source of these funds. 

Alieohenv Countv Trade Adiustment Assistance Coordination Proiect. With respect to 
~ coordination of sewices under the TAA intlative in the county, budget cuts for the employment 

service made it difficult for the employment service to provide the counseling and other 
supportive services often needed by TM participants. The SDA had counselors on staff and it 
made sense to use these counsefors to sewe TAA participants. The current TM legislation 
contains several provisions that encourage cooperation with JTPA: alternative sources of 
funding are to be used to provide the training when possible, TAA training Is limited to 104 
calendar weeks, and TAA participants can only receive one training program from TAA. These 
funding limitations promoted the use of JTPA T3e ill funds for TAA participants. 

Larimer Countv Emoiovment and Trainino Sewicea Cuts in funding for employment and training 
sewices around 1980 (when coordination was just in its planning stages) provided some impetus 
for agencies to coordinate. Cuts made agencies particularly interested in improving the 
efficiency of services. For example, both JTPA and the Job Service had job developers. 
Coordination between the two agencies resufts in a more consolidated effort at job development 
and placement. This reduces the duplication of effort for the two agencies and still provides as 
many potential jobs. Further, the consdidation of these efforts reduces multiple contacts with 
employers. saving time for employers. 

Southwest Wlsconsln Job Centers A signHicant motlvation to coordinate resulted from budget 
cuts in the Job Service that forced local areas to integrate efforts because they now had to do 
the same or more work with fewer resources. For example, by integrating wwice delivery, job 
development activkies were splft among JTPA and employment service staff. Each agency was 
then aMe to achieve higher penetration with less money. 
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2. New Proamm Funds or Earmarkina of Fund8 for Coordination 

in some instances, coordination results from the availability of funds to initiate new programs that 

involve coordination across agencies or by the availability of special funds earmarked for coordination. 

Larimer Countv Emoiovment and Trainina Sewic@ Because larimer County was one of the first 
counties in the state to coordinate. k was a major recipient of Wagner-Peyser funds earmarked 
for coordination. A JTPA official noted that while the additional funding was not a major 
motivating factor for coordination, it helped support projects that ‘we could not normally fund, for 
example. updating local labor market information.’ 

The Connecticut Job Connection. Bridgeport Jobs was easier to get off the ground than some 
other initiatives because it represented “new moner to the system, an addition to the regular 
programming offered by JTPA. Job Service, and others -- and thus not a threat to replace their 
funding. 

Sister/Marietta Service in&oration Pilot Prplea The availability of federal funds through the 
Sewice Integration Pilot Project allowed the Slater/Marietta Human Services agency to organize, 
open an office, and hire case managers and an administrative assistant. 

New Jers& 10.000 Graduates...lO.OOO Jobs Proaram The existence of the eight percent funds 
and the ability to use 20 percent of thew funds for speciil projects was important. At the time of 
the development of the initiative. the Department of Education was aware of these funds and 
viewed them as a flexible source of funds for involving the SDAs in the schoofs. 

E. Mutual Needr and Common Goats 

Agreement across agencies on goals of coordination and commitment to achieving such goals is 

important both for establishing and maintaining coordination. It is important for each agency to view 

coordination as helping the agency achieve fts basic goals. ideally, ail agencies wkhin the arrangement 

should receive some benefit from the coordination. As might bs expected, agencies consider their own 

self-interest in joining such coordinated efforts. in many instances, an important driving force behind 

coordination is a commitment to sewe the client and to achieve positive outcomes (e.g., job placement 

of clients). 

 arimer Countv Emdovment and Trainina Service intewiewws place strong emphasis on the 
importance of shared goals among agencies involved in the coordination. it is not only 
important to share common goals. but aisa to perfon at roughly similar levels of competence. 
According to one program offtcial, In a coordinated arrangement, “You don’t want one 
organization to drag the other one down’ k it performs poorly. For example, when coordination 
began there was fear that some agencies in the Job Network mlght not provide highlyqualified 
candktates to meet the needs of employers. Agencfes were concerned that they might be 
inted’ by the poor performance of other agencies. The commitment of the various agencies 
wkhin the Job Developers’ Network to ‘quality, approprlate job placements’ was vital to building 
trust. 

The Connecticut Job Connection. Coordination among the welfare and training agencies in 
Connecticut has been fostered because of many instances in which one agency has been able to 
help others. For exampie. JTPA performance standards give Connecticut SDAs incentives to 



serve large proportions of welfare recipients, and the Job Connection is a good source of these 
ciients. in addition, JTPA has strict limits on fts ability to provide supportive wwices. The 
Department of income Maintenance and the Department of Human Resources have the funding 
la provide the services. it is not surprising that in many places the Job Connection and JTPA 
staff have developed informal cooperative agreements in which JTPA pays for training and the 
Job Connection pays for transportation and day care. 

New Hamoshire Emdovment and Trainina PUnder One Rcof) Both state and local officials 
indicate that coordination helps clients to achieve economic independence. in the words of one 
official, ‘If we don’t coordinate, people won’t get served [well].’ 

New Je sev’s 10.000 ~ates...lO.OOO Jobs Prooram. The Departments of Labor and 
Education both view the program as beneficial. For the Department of Labor. the program 
provfdes an opportunlty to reach directly into the schools to assist disadvantaged students 
before they drop out. it enables the Department to intervene with the students at a very early 
point (as earfy as 9th grade) and to stay wkh the students through -- and even after -- 
graduation. it also provMes the Department wfth an opportunity to introduce students to a 
variety of employment and training wwicw (e.g., the employment service, JTPA). For the 
Department of Education, the program provfdw an opportunity to draw on the expertise and 
resources of the SDA and its linkages with local employers. 

F. Environmental Conditions 

Environmental conditions often play a signkkant role in promoting the establishment of 

coordination across agencies, shaping the coordination arrangement, and/or determining the success of 

coordination. important environmental factors include geographical characteristics, economic conditions, 

and the existence of other programs with mandates ta coordinate. 

1. Geoomphfcaf Chamcterfetfca 

Coterminous boundaries of agencies make k easier to coordinate. For example, coordination 

between a SDA and a welfare agency is typically less complicated if the two agencies serve the same 

area or one of the agencies service area is located within the other’s Coterminous boundaries reduce 

problems of sewing geographically-ineligible clients. They also enable agencies in the coordination effort 

to design programs in the same manner throughout their wwice area 

in addition, self-contained labor markets and geographic areas -- such as smaii towns and rural 

areas -- appear to lend themselves better to cwrdination. in such areas, program administrators of 

different agencies may be more likely to know one another and even be located within the same building. 

If job placement is a desired resuit of the programs, the agencies are likely to be working with the same 

group of local employers. 
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Afieohenv Countv Trade Adiustment Assistance Coordination Proiect in recent years. the state 
has reorganized the employment sewice regional structure so that the boundaries coincide with 
SDA boundaries. This has helped to facilitate cwrdination between the employment service and 
the SDA. particularly on the TAA program. 

Larimer Countv Emdovment and Trainina Services Because the county has small-to-medium 
sized cities, mast employers and key individuafs wkhin the human sewice agencies know each 
other. This makes k easier far the agencies (and employers) to work wfth one another. in 
particular, key indiviiuais within the communfty tend to be a part of various community groups 
(including the PIC). When there is a need ta coordinate. they iwk for opportunities to help one 
another. The agencies invdved in the coordination have cotenninous boundaries. The travel 
time within the SDA is reasonable, so that thaw involved in the cwrdinatlon efforts can meet 
easily. 

2. Local Economic Facton 

in some instances, local economic conditions provide a direct stimulus to coordination and in 

others, they provide a climate that is conducive to coordination. However, what might promote 

coordination in one locality might retard it in another. For example, rapid growth of jobs in an area may 

sewe as a deterrent to coordination because agencies may not feel that they need one another to place 

clients in jobs. in other iocaikies, such growth may prove la be a stimulus to coordination because 

agencies may be less guarded about sharing information about availabfe jobs (i.e.. they may not fear 

losing a potential job placement to a client of another agency). Hence, while local economic conditions - 

- most notably, the unemployment rate, job growth, types of employers, types of available jobs, and 

seasonal variations in jobs -- affect agencies’ willingness to coordinate, it is difficult to predict the effect of 

such conditions. 

New Hamoshlre Emdovment and Trainina rUnder One RooP) State officials befieve that the 
low unemployment rate in New Hampshire has helped to promote CWrdiMtiOn. Programs like 
JTPA that are required to serve the economically disadvantaged sometimes cannot find 
participants when the economy is good, and thus must turn to other agencies to help identify 
and refer them. 

I primer Court& E dovment and Trainina Sewices Certain environmental fadOm appear to 
provkfe a cfimate~onducive to cwrdination in Larimer County. in recent years, there has been 
sustained economk growth in the Ft. Cdiins area, with a number of large corporations 
expanding operations or setting up new facilities in the area. As a rwutt. there has been steady 
job development - resulting in avaWabiBy of jobs for clients. This factor has tended to reduce 
the compett6on for job listings among various agencies in the area and has made agencies more 
wiiiing to coordinate. in fact, interviewees indicate that at timw there seemed to be a scarcity of 
quakfied candidates to ffll the available jobs. 

Houston Prefect lndeoendence S&. The Houston Jab Training Partnership Council, the lead 
agency in this effort, recognbes that as the local economy grows and diversifies away from 
dependence on the oil industry, a greater pod of skilled workers is needed. Welfare mothers 
and their children need to be prepared to meet this need. To develop the necessary job skills to 
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enter the Increasingly complex job market, welfare mothers need training and support services 
that no single agency can offer. 

3. The Extetence of Other Proommr with MandateS to hordiMtQ 

The existence of other programs wfth mandates to cwrdiMte -- or the necessity to CWrdiMte to 

accomplish programmatic goals - is often a stimulus to coordinate. One frequent complaint of SDA 

administrators is that while JTPA is mandated to coordinate with other programs, other programs do not 

face a similar mandate. Hence, cwrdiMtion of other programs wkh the JTPA program Is often 

dependent upon the willingness of state administrators and iocai officials of these programs to take the 

necessary steps to coordinate. However, in recent years, wfth the increasing emphasis placed on 

provkiing integrated defhrery of services targeted on the specific needs of clients. some states have 

increasingly stressed the importance of coordination. 

The Connecticut Job Connection. The ability of the welfare and employment and training 
agencies to coordinate In placing Connecticut weifare recipients is enhanced by efforts to 
promote CoordiMtion within the State Department of Labor job training system. For example, 
the Brtdgepott SDA funds Job Service to do direct job placement of graduates of JTPA training 
programs. in this instance, Job Service staff go to the sites where JTPA and Bridgeport Jobs 
programs are held and work on @acements in a way that gives both agencies credit for 

’ placement. 

New Hamoshire Emdovment and Trainina fVnder One Roof”) The passage of JOBS gave 
impetus to pralect planning and implementation efforts. According to one welfare officfal: ‘... The 
requirements of the JOBS legislation have been pushing us forward. We need cwrdiMtion to 
get the kinds d support wwices that are required to implement JOBS, and we wanted to 
implement JOBS as quickfy as possibfe because of the wwicw it would offer clients and the 
extra money it would bring to the state.’ 

G. Previous History of Coordlnstion 

A previous history of working together is often cited as an important factor in agency 

oordination. Same Interviewees indicate that their agency has been working with other agencies since 

the “old CETA days’ and before. Having worked together on prior initfftfves often meant that agency 

staffs have a rapport and awarenes of the other program’s objectives and operations. Previous 

invdvement with another agency also tends to establish a foundation for future -- and often more 

extensive - coordination. 

The Co necticut Job Connection. The Connecticut welfare, Job Service. and CETA/JTPA 
prograis have a long history of working together, a situation that is wideiy credited with 
facilitating coordination. Many Connecticut officials see the current Job Connection project as 
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an outgrowth of rdes and relationships that have been evolving among income maintenance, 
social services. and employment and training agencies for over a decade. 

In addition, personal relationships among staff in different agencies have been furthered because 
staff have transferred from one agency to another. For example, a high-level Job Service official 
had worked wfth the Job Connection while at the state planning agency, and the director of Job 
Connection had worked with JTPA both in Massachusetts and Connecticut. At the staff level, 
many Job Connection workers are former employees of the Job Service. 

New Hamoshire Emdovment and Trainina fXktder One RooP) Planning and impfementation of 
this project was facilitated by close working relationships among many of the agencies that had 
been developed in the past. For example, at the state level and in many localities, Job Service 
and welfare staff had many years of collaborative experience through the WIN program. 
Vocational Rehabilitation and Job Service staff had ‘always’ worked closely, often sharing 
facilities. 

in addition. coordination between Job Sewice and JTPA has been facilitated by a number of 
decisions to avoti competition that were made long before this project was initiated. For 
example, the agencies agreed that the empioyment wwice would handle ail placement activities. 

Aiieahenv Cou tv Sinaie Point of Contact Prwram. Both the state and Allegheny County 
governments zve encouraged coordination across programs: this had a beneficial impact in 
setting up the program. Moreover, many of the agencies invdved in this program (i.e., JTPA. the 
employment service, Offices of Vocational Rehabilitation. Mental Health and Mental Retardation, 
and Helpline) already worked together in the very similar One Stop Shop. Welfare officials in the 
county were familiar wkh the county’s employment and training program officials and had 

‘already developed a good working relationship with the JTPA staff prior to the implementation of 
the program. 

AriZoM Works! Coordination was facilitated by a history of the key agencies working together 
on WIN and WIN Demonstration efforts, as well as previous use of Title XX Social Services and 
Vocational Rehabilitation funding for welfare recipients. 

Center for Youth Emdovment and Trainina fCYiZl7. Ckv of St. Paul. Minnesota SDA. This 
program, which serves about 4,tlW clients a year. invofves linkages between the SDA. St. Paul’s 
pubiic school system, the Urban League, and the St. Paul Technical Institute. SDA staff sewe as 
the gatekeeper in this program, conducting eiigibilfty determiMtion, basic assessment, and job 
referral. The fact that many of these agencies had been working together for so many years was 
extremely helpful in promoting the coordination. Under CETA. the delivery system for the 
coordinated arrangement was worked out. Over the years a feeling of %ust and understanding” 
developed. which has been particularly important in the continued development and maintenance 
of coordination. 

H. Mechanisms for Building Consensus/Resolving Conflict 

Establishing appropriate mechanisms for building conwnsus and resolving conflicts facilitates 

coordination. As discussed in the next chapter, one major barrfer to coordination is “tutf and distrust of 

the other agency. Most intewiewws point out that some conflicts and rivalries among agencies are 

inevitable. To overcome these problems, ft is important to develop procedures to deal with these issues. 

Commonly cited examples include joint pianning sessions, regular meetings, wrkten contracts of 

agreements that estabiish agency responsibilities, periodic evaluation of agency performance, and 
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involvement of higher level officials (e.g., state-level agency administrators) to monitor progress and 

resdve conflicts. 

Those involved in coordination projects often point to the importance of conducting a series of 

joint planning meetings to design the coordination effort. In most instances, administrators and staff of 

participating agencies meet to discuss the initiative -- its goals, sources of funding, agency 

responsibilities. service delivery, client flow, and the schedule for implementation. Collaboration with 

other agencies often makes it necessary for each agency to alter internal procedures and lines of 

authority. Finally, once the coordination effort is underway it is important for agency staffs to meet 

regularly to evaluate overall performance, resolve problems and conflicts, and plan any changes to 

enhance the effott. 

f.ksw Hamoshfre Emolovment and Trainina PUnder One RWP). As Officials see k, there is no 
substitute for the conskferabfe amount of time and effort it takes to get involved wkh offkYals of 
other agencies. At the state level, the key planners have been meeting as a working group once 
a week for several hours for more than 18 months. According to two agency officials: 

. ..Everything takes time. It took more than three meetings before we could even 
come up with a common definition of the term “placement.’ 

It is the commitment in terms of time and effort t,vt makes k work. We have been 
meeting every Tuesday for two and a half years. 

1 A itinl rtf rP in R t inin ti n A PIRE t t M in The active 
high-level attention devoted to the program by the governor and commissioners of the two 
agencies and their top staff has facilitated program planning and implementation. The two 
bureau directors and two ASPIRE coordinators meet once a week to go over progress and 
problems, and the four of them meet with the two commissioners for a second meeting, also on 
a weekly basis. 

The Co &icut Job Co ection. Support for the Job Connection vrom the top’ filtered through 
a procez that called for:ze active participation of all state and local agencies that would be 
affected by ft. Those responsiMe for planning and implementing the Job Connection used a 
wide-ranging planning process that incorporated serious consultation with all affected state 
agencies, along with representatives of many of their local affiliates. For example, suggestions 
from JTPA helped shape the Department of Income Maintenance’s Request for Proposals to 
permit funding of private industry councils and other non-profff organizations. 

Larlmer bum Job Dwdowr’s Network. Members of the Job Developers’ Network have been 
meeting once a month for the past seven years. Issues and conflicts among agencies are 
discussed and not allowed to fester. 

Atiom woes! state offices b&eve that the presence of alf relevant organbations In a ‘lngle 
umbrella agency facilitated efforts to promote coordination -- but the presence of such an 
umbrella agency did not automatically mean that all coordination problems were solved. The 
Arizona Works! planning process was built upon previous experience with a welfare grant 

“The estimates of how long the project working group had been meeting varied from one and a half to 
two and a half years. 
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diversion program In the state, a planning process in which all affected parties were invdved 
from the start and had an opportunity to express their concerns and help shape the program. 

'fdo County&alffornia GAIN (Greater Avenues for Inde~ndencr& There was preparatory work 
with the staff of JTPA and welfare so that the local staffs got together and overcame negative 
attitudes. There was a one-week cross training program developed by the top three managers 
from both welfare and JTPA, stressing sensklvlty about values as well as information about goals 
of agencies. 

I. Co-location of Facilities 

In some sites, co-location of facilities has been a factor in both sustaining and expanding 

coordination. Co-Location permits both more formal and informal contact among staff from agencies. 

For example, one interviewee found that he learned about the other program’s operations almost through 

‘osmosis.’ during informal discussions at coffee breaks and lunch. In this way, agency staff expand their 

knowledge of other programs and identify opportunities for more extensive coordination. Additlonally, 

close personal contact tends to break down some of the barriers of mistrust that often exist between 

agencies (see discussion on ‘turfism” In Chapter 6). 

Colocation also provMes a ciimate more conducive to cross-agency integration of service 

delhrery. It provides programs with the opportunity to directly link operations, so that separate agency 

staff work side-by-side and client services are fully (or partially) integrated. For example, JTPA and 

employment service staff might work skfe-by-slde wkh dients going through the same intake process, 

whether referred to the JTPA program for training or the employment service program for job placement. 

Orientation and career counseling might be provided jointly by the two agencies. 

I arfmer Countv Emdovment and Trainino Service6 Co-focatkm has been an impottant part of 
the coordinated effort In Larfmer and has made k possible for the relationships between the Job 
Service and JTPA to expand. Co-location has enabfed the staff at both agencies to learn about 
each other’s programs (particularty relating to the operational aspects of the programs) and to 
work closely with each other to expand the coordination. 

Houston Proiect lndeoendence 6Q. Co-location is eked as a factor in helping the operating staff 
to become a team. A slgniffcant benchmark was reached when the staff asked for common 
stationery reffectlng their new identity. 

The Con ectlcut Job Co e&on. Coordination among the dkferent components of the Job 
Connect~n is furthered t;out-stationing staff at the Department of Income Maintenance offices 
thereby promoting face-to-face contacts between the staffs of different agencies. For example, kr 
Bridgeport a Job Service staff person is permanently out-stationed at the welfare office, and 
Bridgeport Jobs staff come to the welfare office to help their dients apply for welfare and/or 
register for the Job Connection. As a Bridgeport Jobs administrator put k: 

. ..We do what we can to make it easy for our clients to get into the welfare system. We 
walk our clients through all of the necessary steps: we walk them through the income 
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maintenance worker, and through the Job Connection caw manager. We do what it 
takes to make things happen. 

The Naoa buntv Emolovment Trainlna Prooram. The Napa county Employment Training 
program provides ‘one stop shopping” for a wide array of employment, training, job placement, 
and support servlces for about 500 clients per year. Case managers from a variety of programs 
in Napa County are co-located in a junior high schod, including representatives of the school 
district, adult education program, economic development, the agency for the aged, the 
community cdlege, child care referral wwlces. and several other agencies. Wkh staff from the 
various agencies working at the same location, client services are coordinated across programs 
and there is much communication between staff of the various agencies. 

J. Effective Performance 

If successful, coordination tends to create Its own momentum, often lwdlng to additional efforts 

to link agency operations. Improved outcomes (e.g., job placements), reduced costs (e.g.. elimination of 

duplicate services), decreased losses of clients during referral, and other posklle results from 

coordination tends to reinforce the commitment of agencies to the overall effort. It is important for each 

agency to feel that the other agencies are contributing to the overall effort and effecthrely sewing the 

client. Favorable feedback from users (espectally clients and employers) and administrators with 

oversight responsibility is important to sustaining coordination. 

hrimer co,,* Job l&v&n)& Network. Positive feedback from both the clients and 
employers has helped to sustain and expand the coordination of various agencies involved in 
employment and training in Larimer County. At first, the agencies involved in the Job 
Developers’ Network were somewhat reluctant to share job information and even to participate In 
the Network. But as the positive feedback about the Network (particularly from employers) grew, 
each agency’s staff became more and more confiient about the Network. This positive feedback 
was accompanied by continued strong performance in job placements by each agency and by 
an ability to share placement credit. Hence, success has provided an impetus to contrnuing and 
expanding the Network. 

K. Other Factors Promoting Coodlnation 

1. Sustained Effoti and Tenacity 

Coordlnatlon is likely to encounter signfflcant barrfen both at the time of inktatlon and once the 

effort is fully implemented. Several interviewees emphasize the importance of persistence and tenacity. 

Nw Hamoshire Emdovment and Trainina PUnder One Roof’1 One state Official Points out that 
probfems lnevltab4y come up In any effort to bring about change in interagency relationships, and 
the key to getting the job done is tenacity - ‘stkking with V after the initial impetus for 
coordination has dissipated. As he put it, There was minor distrust among the agencies when 
we first met, but it disappeared as we worked together over time.’ 
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2. Pilot-testina of Coordination 

Pilot-testing of coordination initiatives. particularly those that are statewide, can be a signkicant 

factor in reducing implementation problems and conflicts among agencies. 

New Hamoshlre Emdovment and Trainina Wtder One Roof’). All aspects of the initiittve were 
pilot-tested at one or more local sites before they were implemented statewide. This approach is 
credited with insuring that the speclc components are feasible operationally as well as 
conceptually. 

3. Llmitina ScoDe of Coordination 

Restricting the scope of coordination efforts - both in terms of the number of agencies involved 

and the complexity of the arrangement -- can sometimes be effecttve in reducing design and 

implementation problems. This, in turn, may lead to faster and more problem-free start-up. Later, when 

the inkiative is operational, changes can be made to expand the scope of the coordination. 

New Hamoshire Emdovment and Trainina f”Under One RwP). The fact that the governor’s 
initiative dti not invdve new legislation or new money minimized the likelihood that turf battles 
would come up among the staff or the supporters of the participating agencies. 

4. Comdaints from the Public about lxk of Coordination 

In some instances, the establishment of coordination between agencies may be the direct result 

of complaints from the public or key community groups. Agency clients and/or groups that represent 

clients may complain that lack of coordination results in uncertainty about where to access sewices or 

unnecessary waste of time involved in the referral process. Additionally, employers. trade union officials, 

and other community groups may complain about multiple points of contact and lack of responsiveness 

from various agencies provkfing employment and training services. 

Larimer Countv Job Develooers’ Network. The drlvfng force behind the establishment of the Job 
Developers’ Network was complaints by employers that they were receiving tw many calls from 
various agencies concerning availability of jobs. Prior to the establishment of the Network, each 
agency (about 15 or so) had its own in-house job development capacity. This resulted in 
multiple contacts with the same employers, as well as competition for job listings. Agency 
offichls felt there was considerable duplication of effort and that the employers were not being 
well sewed by the arrangement. The Network provldes greater number and variety of jobs, as 
well as a wider group of potentfal job applicants - resulting in a better fit between the job 
requirements and potential applicants. Further, each of the agencies can transfer some of its 
efforts on job development to other program activities. such as better assessment of the needs 
of clients. 
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L Summary 

A variety of factors are instrumental in both Mating and maintaining coordination. Many of 

these factors are found across the sites examined in this study, though no single factor Is essential to the 

success of coordination. Many of the factors work together to promote cwrdlnation. Some factors, 

though, are particularly important: high-level poiitical support, a previous history of worklng together, 

mutual needs and common goals across coordinating agencies, and mechanisms for building consensus 

and resolving issuw that may arise. 



CHAPTER 6 

BARRIERS To C~~FIDINAT~~N 

Most coordination efforts encounter some barriers during planning and implementation. These 

barriers involve- requirements, at the federal or state level, administrath!e arrangements and program 

regulations, and @j&r factors, such as “turf” and ‘personalit)r issues. Turf and personality issues are 

present in many of the coordination efforts reviewed, particularly those that are less successful in their 

coordination. In our review of the coordination literature, turf issues are almost always cited as a barrier 

to coordination. We suspect that turf and personality probfems are major factors in most coordination 

efforts. We do not cover turf and personality issues In detail below because the stories are similar in 

most sites. When these barriers are overcome, it is usually because of the transfer or retirement of one 

or more officials who oppose coordination, or because the indiviiuals involved in the effort learned to 

trust each other.more over time. 

A. Legal Barriers 

State and federal laws are not often mentioned as major barriers to coordination between JTPA 

and other programs. Specific legal barriers are discussed below. 

1. Eliaibilftv Restriction6 

JTPA and many other human service programs have restrictions on who can be sewed. These 

restrictions include categorical eligibility requirements (e.g., 90 percent of Tile II-A participants must be 

economically disadvantaged) and residency requirements (e.g., Title II-A participants must live in the SDA 

providing the services). Programs coordinating wkh JTPA often have different eligibility requirements 

and/or serve a different geographical area. If JTPA or other program funds are used to serve ineligible 

participants, the organization may have its expendiiures disallowed during an audit and be required to 

reimburse the government for the program. 

Houston Proiect IndeDende ce 365 This wdfareJTPA coordination effort encountered both 
eligibility and geographlcal &rlers.’ Welfare recipients who left the welfare rolls because of 
employment, due to sanctions, because their youngest child reached 17, or for other reasons 
would ordinarily have been terminated from the program immediately. To avoid interrupting the 
provision of services, the state welfare department waived this requirement; welfare recipients 
who left AFDC remained in the program after cash beneffts ended. Geographical problems arow 

70 



because the SDA sewed only the city of Houston, but the welfare program sewed all of Harris 
County. Independence 365 initially sewed non-city residents under a waiver, but after the county 
SDA objected, the program was restricted to city residents. 

Hiah-Risk Youth Proiect in San Bernadino. This project involves coordination between the Job 
Corps and the local Title II-A program. In sewing youth under contract to the SDA, the Job 
Corps has to be careful to observe the Title II-A eligibility requirements and the SDA’s 
boundaries. The Job Corps center does not have to worry about these issues in its regular 
program. 

2. Restrictions on Uses of Fund* 

In several of the coordination efforts reviewed, staff indicate that state laws present problems In 

Implementing desired coordination efforts. To overcome these problems, special laws are sometimes 

passed or waivers are granted. 

The Co ecticut Job Connection. This statewide program is unable to provide state welfare 
funds tsDAs on a sde-source basis because the State Attorney General ruled that such 
funding violated state law. Thus, SDAs are forced to bit competitively, sometimes against their 
own wwice providers, if they wish to participate. This barrier remains, and the SDAs sometimes 
find themselves bidding against their sewice providers. 

Wefd Countv. Cdoradp. Weld County had to get wafvers from the U.S. Department of Labor and 
enact state laws to operate its AFDCJTPA coordination agreement. The spedal actions were 

: needed so that the welfare agency could make mandatory referrals to JTPA, require welfare 
recipients with children as young as six months old to participate, and to rebate some of the 
welfare grant money saved to JTPA. 

Maine ASPIRE Prwram. This program found that state law prohibits contracting between the 
state Department of Human Services and other agencies including JTPA. Thus, the written 
documents between the Department of Human Services (DHS) and JTPA are referred to as 
‘agreements” rather than contracts. 

3. Confidentiality 

Most states have confidentiality requirements to protect the rights of welfare recipients, 

indfviiuals with mental health problems. the disabled, offenders, and other groups. In many states, these 

laws present few problems if consent can be obtained. in come states. however, confidentialii 

restrictions restrict the flow of information about potential participants to JTPA programs. 

The New Hamoshire Job Trainino Consortium. This non-profs organfzation operates New 
Hampshire’s JTPA programs. Because of its status, it is more difficult to transmit Information 
about participants from state agencies (such as the employment service and weffare) to JTPA. 
Although the state found this to be a barrier, it did not create major problems. 

The BerrfanKassiVan Buren PIC Hard-toSewe Proiect This project overcame confidentiality 
barriers by asking weffare recipients to sign consent waivers when they applied to the program. 
Most of the coordination efforts reviewed were able to overcome confldentblity problems by 
obtaining permission from the participants to share their records. 
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B. Administrative Barriers 

We refer to barriers that result from federal or state regulations, operating procedures, and 

program philosophies as administrative barriers to coordination. In some instances it is harder to 

overcome these barriers than legal barriers -- a law can be passed to get around legal restrictions, but 

there is.often no easy way to reconcile different program philosophies and goals. A certain amount of 

administrative resistance is often unavoidable in coordination efforts. Each of the programs has a 

different legislative history and mandate; if the goals and methods to be used completely coin&fed. there 

would be no need for separate programs. 

1. Obtainina Cradft for Services and Resulta 

JTPA and other humen service programs are accountable to various oversight bodies, and they 

generally must provkfe evidence on their performance. Although most employment service and welfare 

programs do not have formal performance standards systems similar to the system used in JTPA. they 

are often gauged on outcomes, such as placements or levels of service. Programs are reluctant to refer 

participants to other agencies k they will not receive credk for posithre outcomes. Thus, obtaining due 

credit is important to the programs. 

The Nebraska Job Prooram and Proiect Power. These programs, which provide coordinated 
services to older Americans, are funded by state three-percent funds. Coordinations facilitate 
resource sharing between the SOAs, Area Agency on Aging programs, vocational education. the 
employment service, the Department of Social Services, and the Senior Community Service 
Employment Program. Under current state Agency for the Aging and JTPA rules, only one 
program can obtain credft for a placement, and this reduces the incentive to cooperate wkh 
other participating agencies. 

The Co ecticut Jw. This effort which involves coordination between JTPA and the 
State Dn&tment of fnco& Maintenance. d&s not provide opportunkles for more than one 
agency to receive placement credft. Some of the Job Connection staff believe that this fosters 
cornpetitIon to ‘steal dients’ to obtain placement credit rather than work cooperatively. 

The I arimer Countv Job Devefooers’ Network This Network initially experienced some problems 
similar to those in Connecticut. The resistance sub&fed as the agencies worked together and 
began to trust one another, to reccgnfze that job listings would be shared equitably among 
agencies and that participating agencies would send appropriate listings. 
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2. Difftcufties In Wortdna with Steff from Other Aaw 

By definition, cwrdlnation requires staff from various agencies to interact. This interaction can 

result in barriers to achieving coordination because of differences in agency missions and lack of 

familiarity with other programs. These probfems are frequently mentioned in the JTPA coordination 

a. Different Aaencv Missiona 

One common problem is that agencies often perceive (correctly) their missions to be different 

The problem is not simply that SDAs all have a ‘JTPA pbllosophf while the employment service and 

welfare agencies have different orientations. Rather, each state and local program often has ks own 

philosophy regarding which clients should be sewed, how they shoukf be sawed, and how success 

should be measured. To some extent these dffferences are shaped by the authorizing legislation, the 

manner in which perfomtance is measured In different programs, and the groups that provide oversight 

to the programs. 

JTPA is often described as being ‘perfomrancedrhren.’ because of the emphasis on performance 

standards and the lnvdvement of the private sector through the PICs. The employment service generally 

emphasizes finding workers for employers, and welfare programs have widely varying philosophies and 

missions. Other differences include relative emphasis on social services versus employment and training; 

viewing participation in employment and training actMtles as a requirement, an entitlement. or an option; 

and the importance of cost considerations. When agencies with different philosophies or missions try to 

coordinate, the differences can create barriers. 

Maine ASPIRE Prwram. The state welfare agency emphasizes participation rates in gauging 
success, while JTPA is more concerned with placements as a measure of success. Under the 
new JOBS program, welfare agencies wffl have to meet participation requirements, so this 
difference in emphasis between JTPA and welfare agencies may become more common in the 
future. The U.S. Department of Health and Human Services will not establish performance 
standards for JOBS for several years. 

The Nevada JOIN Communkv Work Excerience Prooram. This program had to deal with several 
conflicting ideas between the welfare department and the SDA. The welfare agency did not 
consider absenteeism from the program to be a major problem, but the SDA was concerned with 
the enrdlment of lndfvlduals who were not interested in receiving training. The problem was 
resolved by giving the SDA the right to veto the enrollment of participants who were not 
committed to the program. The two agencies also had different philosophies on the length of 
training programs. The welfare department wanted training to be short so that welfare recipients 
could be placed in a job quickly, but the SDA preferred longer courses. This issue was resolved 
by the SDA acceding to the welfare department’s perspective. 
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The Kirkwood Communkv Cdleoe Trainina Prooram in Cedar Raofds. Iowa This program had 
potentbl contticts because of performance standards. The college wished to enrdl participants 
In long-term training programs, but the local SDA was concerned about keeping costs low to 
meet performance standards. 

The Connecticut Job Connection. This program has faced problems because of JTPA’s concern 
with performance standards. The welfare agency prefers long-term training supplemented by 
supportive sewices, but the state’s SDAs are concerned with keeping costs down and meeting 
performance standards. 

The diversity in missions and goals sometimes promotes coordination rather than acts as a 

barrier. For example. in Allegheny County, Pennsylvania and Southwest Wisconsin, agencies 

acknowledge their dffferent specialties and areas of expertise and divide the work accordingly. For 

example, in Allegheny County the employment servfce spedallzes in placements and JTPA specializes in 

training. In both Allegheny County and Southwest Wisconsin, the presence of JTPA performance 

standards played a rde in determining which welfare participants recetve employment and training 

sewices through JTPA. 

b. Lsck of Familiaritv and Knowledae About Other ProanmC 

,. When programs begin the coordination process, agency staff sometimes lack familhrfty with 

ther programs. Human service programs face different statutory requirements for eligibility, reporting, 

sewlce deffvely. geographical coverage, and deffntlon and measurement of performance. In addition, 

each program is affected by lts hlstory and leadership. Finally. different programs use key terms such as 

‘placement’ and ‘termination’ dffferently. Ignorance of these factors can make coordination, at whatever 

level, difficult. The probfems can be especially severe when the coordination invdves extensive 

interactions between the programs, e.g., joint enrollment. service integration, joint funding, and co- 

location. Some sites recognize the potential barrfer of working with another program and conduct cross- 

training before problems emerged. 

The West Virainla Industrlaf Deveiooment Trainino Pnmram. This dislocated workers program 
invdvw coordination betwwn the Governor’s Cfffce of Community and lndustrfal Development 
(which Indudw JTPA), the employment service, and vocational education. Staff from other 
agencies dfd not have a dear understanding of JTPA. and about nine months of working 
together were required before the other programs understood ‘the language of JTPA.’ 

The Homeless Job Tralnina De o stratfon Proiect This demonstration project in Delaware, 
funded under the McKlnney Atimlcdvw coordination of JTPA and the state’s Department of 
Health and Socll Sewicw. Staff reporf that it required a significant period of adjustment to learn 
about each other’s programs. 
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The Afleohenv Countv Trade Adiustment Assistance Coordination Proiect. Agency administrators 
recognized that lack of familiarfty of the employment service and SDA staff with each other’s 
programs was likely to create barriers to successfully using the SDA to provide tralning to TAA 
digibles. Before the project started, the agencies conducted cross-training, so that workers in 
each agency would be familiar with how the other program operated. 

3. Different Geooraohical Boundaries for Proanma 

In many states, the local districts used for varlous programs are not the same. For example, a 

state may have different types of districts for JTPA. the employment sewice, vccational education, 

secondary education, postsecondary education. vocational rehabilitation, welfare, and economic 

development. This often creates barriers to coordination because an SDA wishing to coordinate with one 

or more of these agencies will have to deal with several local offices from the same department. 

Moreover, the other agency will have to deal with the issue of coordinating only part of its program with 

JTPA. The differing boundaries typically result from historic accidents -- programs were established at 

different times and the enabling legislation has different requirements for establishing local districts. 

Houston Proiect lndeoende ce 365 Differences in geographical boundaries created problems 
for this weffareJTPA cwrdi&tion effort. Geographical problems arose because the SDA sewed 

; only the city of Houston, but the welfare program sewed all of Harris County. This project 
rnltially sewed non-city residents under a waiver, but after the county SDA objected, the program 
was restricted to city residents. 

New Hamoshire Under One Roof. Different boundaries for programs created minor problems for 
the coordination effort. For example, a local vocational rehabilitation supervisor had to 
parhcrpate on two implementation teams because his jurisdiction covered two wdfare and JTPA 
districts. 

Texas Reaional Plannina Proiect The State of Texas divided the state into 24 regional planning 
districts for its project to encourage regional planning. Because Texas has different districts for 
many of its programs, some indivikfual planning districts had difficulties coordinating across 
agencies at the regional level. 

4. lncomoatible Forms and Manaaement Information Svstemp 

One of the most frequently encountered barriers to coordination is the inconsistency in data 

cdlection and management across programs. The strict eligibility requirements and performance 

standards system are driving factors in JTPA data collection. The employment service and vocational 

education programs are open to all and generally have less complex data cdlection systems. Welfare 

programs sometimes have different concerns, including compfete documentation of attendance for 

enforcing mandatory participation in some cases. SDAs. which are subject to administrative cost limits, 
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often find the paperwork burden of dealing wkh welfare agencies to be particulatty frustrating. Other 

human service programs are sometimes frustrated by the documentation required for determining JTPA 

eligibility. In many states, management information system probfems are confounded because the 

programs use different computers and often define key terms (such as placements and terminations) 

differently. 

Responses to these data barriers vary. In some instances, common or linked data systems are 

developed, but this Is often expensive and time consuming. In other caws. programs maintain separate 

systems and have to enter the Same data into both systems. As noted above, probfems with 

incompatible computer systems are very common. Sacauw thew problems are often not overcome, 

they are sometimes reported as costs of cwrdlnatlon as well as barrfens. 

The Middlesex Countv. New Jerwv REACH Prwram. This program involves coordination 
between JTPA and the welfare department. JTPA staff find the paperwork requirements for 
sewing welfare recipients to be frustrating. To meet requirements for sanctioning, documentation 
has to be completed each time a REACH client does not show up for scheduled sewices. 

Arizona Works! This project has encountered problems wkh kS management information 
systems. The project finds ft difficult to pull together the data needed for planning and 
overseeing a coordinated system sewing JTPA. the employment service, and welfare recipients. 

The Allwhenv CXJU tv Sinde Point of Contact Prwram. This program has experienced difficulty 
dealing with three &parate computer systems: JTPA, welfare. and the employment service. 
The State has attempted to maintain separate systems and link them at appropriate points, but 
program staff has found dealing with three separate computer systems to be very difficult. 

TheTulw lntwrated Intake and Aaaws ent Cwt6.f This Center Provides intake and 
assessment wwices to the local SD4 tk employment wwfce, the welfare department. and the 
local vocational-technical schoofs. Because of incompatibfe management information systems, 
the Center must frequently enter data twice, and Rnds k difficult to share information and track 
clients across agencies. 

5. Incom~tible Proced~ 

Procedures that work well for a program prior to a coordination effort occasionally become an 

impediment when coordinatfon is undertaken. For example, JTPA rwtrfctfons on supportive wwices and 

administrative costs might make certain procedures used by other agencies infeasible under JTPA. In 

other casw, dffferent agencies may simply use alternative assessment procedures or tests, and unless 

the systems are made compatible, coordination wll be difffcuft. 

Houston Proiect&&gende ce 6&j This project experienced Mcuftfes because the welfare 
department uwd a differentnbasic &Is test than the empfoyment wwlce. The test used by the 
employment service provides lower grade-equlvafent ratings than the welfare department’s test, 
and many of the welfare participants referred to the training program by the weffare department 
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were rejected for having tw low a reading level. To accommodate the concerns of JTPA and 
the welfare department, the employment sewice agreed to retest low scorers and not 
automatically reject referrals who scored low on the test. 

This project also experienced difficulties because the welfare department required written 
documentation of every meeting with a welfare recipient. After some negotiation, an agreement 
was reached where JTPA staff did not have to document every contact. 

The Reach-UD Proaram in Vermont. This statewide program provides employment and training 
and support sewices for welfare recipients. Initiilly, the SDA and the welfare department had 
different regulations and policies for paying for transportation and child care. The programs had 
to revise their policies so that common policies were used in the two agencies. 

6. Lona-Term Lwses and Swce Limitationa 

Coordination efforts that involve co-location can have problems during the transition period 

because of long-term leases held by one or more of the agencies. Breaking the lease may be expensive 

or lead to an audit exception. A related problem is that if the space where the agencies are to co-locate 

is already occupied by one of the agencies, there may not be enough rwm to accommodate the 

newcomers as well as the resident agency. 

New Hamoshire Emdovment. Trainina and Welfare PUnder One Roof). This statewide inniftlve 
: in New Hampshire includes the goal of co-locating JTPA. the employment service, and the 
~ welfare department. In exploring how to achieve this goal, however, state officials discovered 

that many agencies had fiie or more years remaining on leases and that suitabie locations were 
prohibitively expensive because of escalating real estate costs. In the short run at least, New 
Hampshire has concluded that ‘under one rwP should be considered a long-term rather than 
immediate goal. 

The Alleahenv Countv Job Centers. The Job Centers represent an effort by the employment 
sewice to make sewices of other human sewice programs, including JTPA and the welfare 
department. available at employment wwice local offices. Because local employment sewice 
offices were not provided with additional funding, the local offices had to reduce the space 
devoted to employment sewice activties. Resistance faded over time, however, as this was Seen 
as a way to provide better sewice for clients. 

7. Lines of Authority 

In coordinated efforts where staff from two or more agencies are co-located, there is a potential 

for problems to arise when some staff are supervised by indiviiuals from another agency. In the 

Southwest Wisconsin Job Centers and the Allegheny County One Stop Shop and Single Point of Contact 

programs, co-location of employment service, welfare. and JTPA staff create the potential for line of 

authority problems, but staff in these projects reported that problems have not surfaced. We mention k 

here because it could be a barrier in other coordination efforts. 

77 



Alleohenv Countv Sinale Point of Contact Prwram. In this program, where JTPA assumes 
authority for providing employment and training activities for welfare recipients, one of the center 
directors is an employee of a non-profit organization under contract to the SDA. Some of the 
staff under her direction are state employment wwice workers. If one of the employment sewice 
workers required disciplinary action, she could not take action directly; she would inform the 
employee’s supervisor In the employment wwice. 

C. Other Barriers 

In addition to legal and administrative barriers to coordination. there are wveral other barriers 

that can thwart coordination efforts. The most common of these problems is what is generally referred to 

as %I< issues -- officials are fearful or simply unwilling to yield their authority over their programs 

because they fear they will lose some of their functions or possibly be absorbed by the other agency. A 

second type of barrier Is a clash of personalttles. Sometimes officials in one agency or another simply 

do not get along with one another, and under such circumstances coordination is difficult. Other barriers 

that fall into this category include lack of political support for coordination, staff fear of job loss, fear of a 

diminishing of agency image or measured performance, and the significant time and effort required to 

plan and sustain coordination. 

1. Fwr of Loss of Aaencv Autonomv or Function 

This is a very common barrier to coordination efforts. Even officials who could clearly see the 

benefiis to coordination are often fearful of yielding their authority to another agency. In many cases, 

however, the turf issue diminishes over time as the agencies SW that there is no threat to their existence 

and that the cwrdinatlon can be beneficial. 

New Hamoshire Emdovment. Trainlna and Welfare rUncfer One Roof). In this state initiative to 
coordinate JTPA, the welfare department, and the employment service, some JTPA staff were 
reluctant to move to employment service offtces because of fear they might lose their autonomy 
and Mentity. There was a fear of being ‘engulfed by another agency.’ 

Co ecticut Job Co ection. There was fear among both welfare and JTPA staff that the new 
pr$mm might replaz existing programs run by the agencies. 

Ydo Cou tv. C&fomia GAIN Prwram. This program, which is,targeted on welfare recipients. 
led to fwk in Ydo County that JTPA would be a captive to the welfare system. State legislation 
makes GAIN highly prescriptive, and JTPA staff felt that it interfered with local autonomy. 
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2. Distrust of Other Aaenclw 

This barrier Is sometimes related to the banter of dkferent missions and operating styles. JTPA 

programs often emphasize measured performance, and other agencies, especially some welfare 

agencies, sometlmes view the provision of all appropriate services as an entitlement. Another problem 

that sometimes arises, although less frequently, is that one agency will view its cdlaborators as “overty 

bureaucratic.’ making it frustrating to work wkh them. 

New Hamoshlre Under One Roof. For the most part, distrust of the other agencies invdvecl in 
the coordination effort has not been a problem. Some staff, however. express concerns about 
the approaches of the other agencies. For example, some welfare staff were concerned that 
JTPA was only looking for the easy “success stories’ and not interested in provfdlng all the 
supportive services needed. Some JTPA staff felt that the welfare staff were not concerned 
enough about placing the welfare recipients in jobs. 

Job Unk Canters. These Centers in Louisville and Jefferson County, Kentucky, provide common 
intake for JTPA, the employment service, vocational education, and vocational rehabilitation. 
One barrier that has been encountered Is that some employment wrvlce staff view JTPA staff as 
interlopers who have not yet proven themselves in the employment and training field. 

3., _4Ek of Ovmenhip 

,, Government agencies generally take pride in their leadership in areas of expertlw. Coordination 

efforts face probfems if one or more of the agencies Is conddered only a wwice provider or junior 

partner rather than a full partner in the enterprise. This does not mean that all agencies have to be equal 

partners, but they generally prefer to feel that they are a partner whose expertise is respected and that 

they play an a&e role in overseeing the program or at least the parts of the program relating to their 

specblty. 

The Connectiggt Job Connection. Although JTPA staff believe that there were no major barriers 
to coordination in this state welfare employment and training initiative, some JTPA staff indicated 
that they were sometimes vfewed more as a service provider than a partner in the effort. 
Contributing to this probfem, there was no neutral council or body that could be convened where 
all parties could present their views. 

New Hamoshire Under One Roof In this coordination effort, the state trained local office staff 
directly and left out middle management during the demonstration phase of the project. When 
the state later attempted to implement the program on a statewide basis, middle management 
dfd not feel ft was part of the system, and their lack of training made it difficult for them to guide 
local staff. 

Utah Custom Trainina for Fconomic Growth 1UCTEGl The program uses JTPA eight percent 
funds, Cad Perkins vocational educational education funds, and state funds to provide custom 
training for employers. During the first phase of the program, the award process was managed 
by the state vocational education office, wkh little input from local SDAs where the training took 
place. The SDAs felt that they had tw small a role in detemining the training that took place 
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within their boundaries, and they are now consulted directly before awards are made within their 
jurisdictions. 

4. Lack of Polftical or Administrative Stm~ort 

Just as political support can sewe as a major factor in promoting coordination, the lack of such 

support or hostility to coordination can be a significant barrier. The lack of support may come from an 

elected official, such as a mayor or governor, or someone in an administrative position. In several of the 

coordination efforts reviewed. coordination improved when recalcitrant offldafs vacated their poskions or 

were overruled by their superiors. 

Southwest Wisconsin Job Centers. The Job Centers concept, which involves co-location and 
wwice integration by the employment service and JTPA. was a local inkhthre. The concept 
received strong support from the state JTPA office, which has provided financial support as well. 
but mid-level employment sewice officials were not supportive and made k difficult for 
employment service staff at the local level to share data. 

Alleohenv Countv One Stoo Shoo. Slnale Point of Contact. and Trade Adiustment Asslstan~ 
Cwrdlnation Proiect. Allegheny County now coordinates with the employment service in sewing 
dislocated workers and the economically disadvantaged through the One Stop Shop, welfare 
recipients through SPOC, TAA recipients through an informal agreement, and job seekers 
through the employment sewlce job centers. The two agencies have staff cdocatad for all 
these efforts. However, until a change in the governorship resulted in a new employment sewice 
head. the Allegheny County SDA had dXflcuity developing these coordination efforts with the 
employment service because coordination with JTPA was given a low priority. 

5. Tlme Reauired to Plan and Imnlement Coordination 

Virtually all the staff we spoke with indicated that coordination requires a great deaf of time, not 

only during the planning stages, but also to sustain the coordination. Additional meetlngs involving all 

the cwrdlnatlng agencies are generally required, wkh the frequency ranging from wwkfy to monthly or 

‘as needed.’ Although the need for such meetings might be viewed as a barrier, most people 

characterize the need for meetings as a dlwdvantage of coordination (we Chapter 4). 

D. Summny 

All of the successful coordination efforts that were reviewed encountered some barrfen to 

cwrdinatlon. The most common barrfen are %I? issues and ignorance or dislike of the philosophy or 

operations of other agencies. We suspect that these barriers play a significant rde in thwarting many 

potential coordination efforts before they are seriously considered. These bamers are generally 
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overcome In the successful projects by getting to know and understand the other agencies Invdved. In 

many successful examples of coordination, the key agency staff know each other well before 

coordination efforts are undertaken; In other cases, pressure from the governor or an agency head force 

agencies to work together while staff get to know each other’s programs. 

Legal issues are not commonly cited as banters. In some caws, special legislation or waivers 

are required to help the agencies coordinate. Administrative barrfars emerged at a number of agencies. 

Perhaps the most common administrative bamer is that the agencies have dffferent perspectives on 

performance and services to clients. In the past ywr, the Department of Labor has sought to encourage 

services to the hard-to-serve while retaining the performance standards system. To some extent this 

strategy may help welfare programs coordinate with the JTPA system as the high-priority target groups 

become more similar. 
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3 

CHAPTER 7 

CONCLUSIONS AND RECOMMENDARONS 

In the preceding chapters, we synthesized the varied experiences of state and local agencies 

coordinating JTPA programs with other programs. In most of the M) coordination projects examined, 

both through telephone intewiews and on-site caw studies, program administrators reported that the 

benefits of coordination substantially outwelgh the coats and disadvantages. This assessment, i.e.. the 

returns to coordination are generally poskfve. Is consistent wfth Rndings from other studies, and provides 

a strong rationale for agencies at the federal, state, and local levels to take steps to promote 

coordination. 

This chapter provkfes recommendations based on our research that can be undertaken at the 

federal, state, and local levels of government to overcome barriers and further promote coordination 

between JTPA and other programs. We present steps that co&J be taken under current law, as well as 

those that would require changes in current legislation or regulations. 

We recognize that coordination should be viewed as a means to improving the performance of 

human service programs, not an end in itself. Thus, the recommendations must be consMe& along 

with the budget available and program priorities. 

A. At the Fedeml Level 

As discussed earlier in this report, personalfty factors, ‘turf Issues.’ and past history are among 

the most powerful factors that can promote or retard coordination at the local level - and these factors 

are beyond the contrd of federal decision makers. Federal officials cannot appoint or remove state and 

local offichls. Concerns over ‘turP are universal and Inevitable. 

So what can ba done to promote coordinatbn? In general, the desired approach should w to 

take steps that will Increase the likelihood that state and local level off&Is will deckfe that lt is in their 

own interests to coordinate. Presumably. self-interest can help to overcome the omnipresent ‘turP 

concerns as well as the frequently-present perswakty problems. distrust, and other less than positive 

elements from the past. 
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The specRc strategies to be followed should include now standard calls for increased 

coordination requirements and increased incentives to coordinate, but the literature review, telephone 

suwey. and site visits have convinced us that neither requirements nor incentives can be relied upon to 

guarantee that coordination -- let alone effective forms of coordination -- will occur. 

Requirements, incentives, and general efforts to persuade states and localities to promote 

coordination. therefore, should be supplemented with efforts to demonstrate that it is both possible and 

desirable for state and local officials to take the steps (and the risks) that are necessary to engage in 

productive coordination efforts. In other words, it is necessary that steps be taken to demonstrate to 

agency managers that it is both in their own interests and in the interests of their dients that productive 

collaborative efforts be planned and implemented. This point is the first, and in our opinion, central 

“working principle” that the JTPA Advisory Commktee came up with in its efforts to delineate a clear 

agenda for the future in terms of coordination of JTPA wlth other agencies. As noted in Workina Caoital: 

The Final Report of the JTPA Advisow Commktee: 

If past mistakes are to be avokfed...concrete benefits must accrue to clientele and 
program managers...Program coordination is not cost-free. It requires time and 
resources. Thus, coordination must result in higher quality. more effective and diverse 

; sewices to clientele wth better results and/or more efficient management of sewices 
than would have been achieved in its absence. It should be viewed as mutually 
beneficial to the various systems involved. Cwrdkation should be viewed as a means 
to achieve these goals, not an end in and of Itself. 

1. Under Current Law 

Under current law, there are a variety of steps that the Department of Labor and other federal 

agencies can take that are likely to promote coordination and assist states and localities in overcoming 

barriers to coordination. 

e. Provide Hiah-Level Smoorl for Coo~inatlon 

An ingredient in many of the exemplary coordination projects examined as part of this study was 

strong support from the governor. state cabinet-level officials, and other state/local pdkical officials. It is 

I* This same point was made more tersely by officials at one of our sites: 

You can’t legislate coordination. You can have all the legislation that you want, but 
tithe local agency administrators do not want to coordinate. it won’t happen...You 
can’t make coordination happen, You can’t force it. People have to buy into k. 

63 



important for the Department of Labor and other federal agencies to take the necessary steps to foster a 

favoraWe climate for coordination, including the following. 

Exoand efforts to document and communicate information about the benefits of 

Eoordination. This should include widespread dissemination of Information on: 

the tangible benefits that can accrue to clients when services are integrated, including 
higher placement rates and increased earnings; and 

. the tangible benefits that accrue to agencies that engage in appropriate cdlaborative 
efforts, especially equal or better outcomes for lower costs. 

State and local governments lack incentives to document their successful coordination efforts. Federal 

agencies should support efforts to document cost reductions and benefits to dients and agencies. 

Provide ruooorl and WICOumaement for atate and locel offfcial8 in their efforts tp 

coordinate JTPA and other oroomm$. The Department of Labor and other federal agencies should 

continue to find ways to support and encourage governors, mayors, and county executives who have 

made increased coordiMtlon one of their personal prlorkles, e.g., giving them public credit and 

recognition. This can also involve working with them to find ways to encourage subordinates IO promote 

coordination regardless of their personalities or judgments about people in other agencies. For example, 

information about ways to include coordination objecttves In agency managers’ performance reviews 

could be explored. 

Provide flexibilitv for coordination to 8tate and local level offfciais chamed with 

imolementino fedemllv-funded woamme. Although everyone appears to be in favor of coordination, 

most people we Interviewed did not want the federal government to prescribe the exact form that 

coordiMtion should take. An off&l at one site stated, ‘The federal agencies should gfve state and local 

agencies the ffexibilfty to work things out on their own. Stay out and give us room.’ The JTPA Advisory 

Committee also stressed that federal coordlnetlon pollcles must allow for local flexibility. 

Increase federal efforts to insure that innovator8 will not be worse off for havfno taken 

chancee. As with most types of Innovation. there are risks associated with introducing efforts to 

substantially after ways in which services have been provided for many years. This risk is borne by the 

state and local agency officials that design and implement vadous approaches to better integrating 

service defhrery. It Is important for federal government officials to reduce uncertainty and penalties that 

may result from innovative efforts to integrate service delivery. In particular, this means an increased 
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willingness to specify, in advance, whether certain kinds of unconventional actlvitles wtfl be acceptable in 

future audits. For example, one concern that came up In our study was whether audttors might disallow 

the breaking of a lease in order to enter Into a co-located faclky. The performance standards system is 

another area where flexibility should be considered. The Depattment of Labor has discretion to approve 

state performance standards plans that deviate from the norm when circumstances warrant, and special 

consideration should be given for innovative projects involving coordination. 

Q I i ml ini t 

promote coo~ination. These ~XKWS may or may not be based upon the ~lS%I State Job Training 

Coordinating Committees (SJTCC) and PIC system, but the cause of coordination should be 

strengthened when there are officials whose jobs calls for promoting coordination rather than any 

specific program. As noted In the Report of the JTPA Advisory Commktee: 

. ..At all levels of government. public/private partnership institutions should be created or 
expanded to become responsible for the cdlaborathre policy development and planning 
needed to build a more coherent human resource dellvery system. 

There is no consensus yet on the precise composition and structure that such bodies should take, but 

some people we spoke with Indicated that a ‘neutral’ body mlgM best facilitate collaboration. 

Set an examole bv continuino cootdhletlon at the national and reoional levels. It is 

important for the federal government to set the rfgM example by coordinating administration and 

oversight of federally-sponsored programs. For example, k Is important for federal officials of the 

Departments of Labor, Health and Human Services. and Education to continue working together as they 

have for the new JOBS program for AFDC recipients. 

b. Need IorTm 

The Department of Labor and other federal agencies can play a vital rde In providing states and 

localities with Information about ‘how to coordinate successfully’ and with technical assistance during the 

design and lmptementatlon of coordination efforts. While most state and local agencies officials appear 

to be aware of coordination as a potential means to enhance efflclency and effectiveness of setvice 

delivery, they may not be certain of the steps that they should undertake to coordinate and what ‘model’ 

of coordination is likely to yield the best results In their circumstances. 

provae infonn(ltion on S~IUI exam&e of coodirutlon. The Depafi-t of k&orand 

other federal agencies should continue to identity Innovative examples of cwrdinatlcn and disseminate 



information on how such models can be implemented in other states and localities. In documenting such 

illustrations of ‘successful” coordination efforts, it is important to describe specific aspects that are 

relevant for replication of coordination models In other localities. including: 

types of agencies involved in the effort and unique factors that may have contributed or 
inhibited the development of cwrdinatlon: 

types of coordination activities that were undertaken (e.g.. integrated intake and eligibility 
determination. co-location, referral of dients. etc.); 

specific steps and techniques that were taken to implement the approach; 

specific benefits and advantages of coordination to the agencies and clients, as well as 
possible drawbacks and costs of the effort; and 

. barriers that were encountered and the methods that were used to overcome the 
barriers. 

Hence, the federal government should continue efforts to identify and disseminate information about 

techniques that are useful in promoting coordination in particular situations. While no two sets of 

agencies or personalities are the same, there may be some generality about techniques that can be used 

to promote coordination and overcome barriers.‘” 

Provide technical assistance, auidance. and problem resolution for states and localities on 

5fesianina and imolementina coordination. In designing and implementing coordination efforts, states 

and localities sometimes need technical assistance and guidance to overcome specific barriers to 

coordination., They also may need technical assistance in developing coordination approaches that are 

most advantageous given unique local conditions and circumstances. In some circumstances, 

assistance may be needed In resdving contIicts or issues across agencies, which federal (regional) staff 

may be abte to facilitate. At the federal level. the department might consider forming a technical 

assistance team that would disseminate infomration on coordination and provide technical assistance 

when requested. Technical assistance might a:so be provided on applying for waivers and additional 

funding for cwrdlnation. 

‘%ome efforts may be straightforward, such as trying to focus discussion on V&at is best for the clients,” 
Other efforts, however, may be more complex. such as provkfing general information about techniques that 
ther states have used to overcome legal barriers to contracting with other state agencies or more detailed 
information about the specific coordination mandates and performance criteria that other program’s have 
to meet, and how JTPA can be helpful to them in achieving its objectives. But lt may be possible to collect 
enough ideas to develop a useful product for dissemination. 



2. e R mm 1 t R It n 

The Department of Labor and other federal agencies could make several changes to existing 

lsgisfatlon or regulations to either promote coordination or reduce barriers to coordination at the state 

and local level. Particular emphasls should be placed on the following areas. 

Increase flexibilff In uairm funds to coordinatQ. Federal Mfulrements that were estabflshed 

to promote worthy objectives have inadvertently discouraged coordination. For example, the JTPA 

statute requires that at least 70 percent of local Tkle II-A funds be used on training. SDAs may find lt 

difficult to meet this requirement if they must use administrative funds to leverage their training dollars by 

cdlaborating with another program. A related problem is that ff is not clear that funds used to support 

case management In JTPA fall under the definition of training. To deal wkh these problems. it would be 

ussful if waiver authority were granted to the federal or state level similar to the 1115 waivers used in 

AFDC programs to try Innovative strategies. 

The new JOBS program for AFDC recipients also has funding limitations that may make 

coordination dkficdt. The Family Support Act, which authorizes JOBS, prohibits welfare agencies from 

subcontractlng certain functions such as ellgiblllty determination and sanctioning. This may preclude 

some highly integrated coordination between JTPA and JOBS. 

Mandate coordination for other human service oroamm6 During this aMY, some SDA 

admlnlstrators complained that agencies that they could potentially coordinate wkh dfd not face the same 

mandate to coordinate that the JTPA program dld. Although authorizing legislation for vocational 

education, AFDC. and the employment service all make many references to coordinating with JTPA, 

many in the JTPA community feel that a greater crxordinatlon responsibility is placed on SDAS than their 

counterparts. 

Because many of the other agencies do not believe they have as strong a mandate to 

coordinate, the willingness to join such efforts often rests wlth a small group of state or local 

administrators. If these administrators are uninterested or feel threatened by coordination, there is little 

that the JTPA program can do to involve the other agency. Some SDA administrators Indicate that the 

legislative mandate was an important motivating factor behind their determination to coordinate wkh 

other agencies. They feel that lf other agency administrators are under similar mandates, that they would 

be more amenable to coordination. 
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To correct this problem, language on cwrdinatlon in statutes and regulations should be uniform 

across programs. 

gevefoo common definitions of terms. Many people we interviewed expressed concern that 

basic terms such as “participant’ and “placement’ are defined differently by various agencies. This 

creates problems in communications and inhibits coordination in linking or integrating information 

Systems and Sharing credit for outcomes. Because reporflng systems are established by both federal 

and state laws and regulations, the federal government should take the lead In developing common 

definitions. In cases where agencies need different deflnhlons, distinct terms should bs established so 

that there is no confusion. 

3. Further Testina of ADaroecheQ 

There are several steps that the Department of Labor and other federal agencies could take to 

further test innovative approaches to cwrdlnatlon. 

Dntfnue orovfdfna ffMnCiel SUDWII for demonstmtion aroiects and other innotitfonp. 

The federal government should continue to support lnnovatfve demonstration projects that feature 

cwrdinatlon among various state and local agencies provfdlng employment and training services. The 

Service Integration Pilot Projects (SIPP) represent a recent effort of this type. 

These grants could be used by states and localities to plan and implement special coordination 

projects. For example. they might be used to enable local agencies to fund a staff person who Is 

charged wfth the overall responsibility of planning and overseeing the development of a coordination 

effort. Alternatively, such grants might be used to enaMe local agencies to co-locate faclllties or procure 

equipment necessary to support Integrated case management of services. Such grants could be limited 

to a single program year or could run for a longer period (Le., 3 to 5 years), with diminishing support 

each year and with the state or locality expected to take over fundlng respanslblllty for the project.” 

l’SuccessfuI coordination should be Increasing efficiency, so there does not appear to be any reason 
to provideg&g money to support coordlnatlon efforts indefinitely. On the other hand, tlme-llmited funds 
may be necessary to help overcome the Inertia. ?urP concerns. and skepticism that often dissuades agency 
administrators from taking a chance by upsetting the status quo. Therefore funding to cover planning, start- 
up expenses (such as training). onetime costs (such as those associated wkh realigning the boundaries of 
dlstrlcts covered by sub-state regional offices or management Information system development costs), and 
perhaps a year or two of incremental operating expenses. 
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We recommend that special conslderatlon be gfven to efforts to link or Integrate management 

InforMtlon systems. Although information systems are only a tool used to achieve cwrdlnatlon, many 

local programs are frustrated by their Inability to access or integrate data systems. Federal support 

might take the form of matching grants similar to the ones used In the child support enforcement area to 

encourage upgrading of data management systems. 

Conduct a national evaluation of the coat-effectlvenesa of coordination. The federal 

government should sponsor a natlonal evaluation of the cost-effectiveness of coordination between JTPA 

and other programs. Such a study could concentrate on the (1) specifk (ddlar) costs and savings 

related to coordination and (2) how coordination directly effects dlent outcomes (e.g., job placement 

rates and long-term self-sufficiency). While exlstlng studies have shown (In a wlde variety of coordination 

projects) that most agencies lnvdved In coordination efforts view the benefks of such projects as 

substantially outweighing the costs, few firm estimates of the cost savings and Improvement In client 

outcomes have been established to date.” A national evaluation could document more precisely the 

effects~of coordination on cost savings and client outcomes. 

8. At the State Level 

As this study has shown, states play a key rde In promoting coordination and helping localties 

to overcome the various barriers to coo&ration. The rde of the state -- partlcularfy the governor and 

state agencies responslMe for employment and training. education, vocational rehabilftatlon. welfare. and 

other social services -- can often be critlcal in provldlng the pdltlcal support and resources that IS 

necessary for agencies to become lnvdvsd In coordination efforts. The sections that fdlow provide 

recommendations that states can undertake to enhance the role of coordination In the dellvery of 

servlces. 

1. Under Current I aw 

Under current law, there are a variety of steps that states might undertake to promote 

cwrdinatlon and assist localltles In overcoming barrlers to coordlnatlon. 

l?he Southwest Wisconsin PIC Is an exception. The PIC has documented the savings accrued by co- 
focating and integrating Title II-A and job service functions In Job Centers. 



Provide hfah-level SUDD~I~ for coordirMoq. As noted above, a common ingredient in many of 

the exemplary cwrrfinatlon projects Is support from the governor, state cabinet-level offkMs, and other 

state/local officials. Such public officials can make a crftlcal difference in both setting the right climate 

for cwrdlnatlon and In providing the resources (and technical assistance) that are needed to lnkiate and 

malntaln coordination projects. 

Strenathen statewide C~rdinlltifta commiltw& By law, all states have State Job Tr&Gng 

Coordinating Committees (SJTCCs), but these committees vary In their effectiveness In promotlng 

coordination. Governors should take care to appolnt members who are strongly interested In 

coordination rather than simply making sure that major constftuencies are represented. As we noted 

above, coordination may be promoted better In a neutral forum. In the absence of federal legislation, 

states should consider broadening the responsibilities of the SJTCC to make it equally responsive to all 

program needs; for example, Massachusetts has taken such a step. 

Provide bditieS wfth technical arristance and woblem reeolution. As discussed In the 

chapter on barriers to coordination. local agencies sometimes run Into issues or confilcts which need 

resolution from above. For example, lf agencies are attemptlng to design an integrated Intake and 

eligibility determination process, there may bs conflict over the Information that should be induded in a 

joint intake form. Cften state agencies can play a pivotal rde In resolving such conflicts between 

agencies by redefining or clarifying state poiicy or reporting requirements. Higher level state agency 

offk3als may also be aMe to resolve cross-agency dffferences that cannot be resolved at the local level. 

Hence, if Is Important for state agencies to provide continuing oversight on cwrdlnatlon projects 

(particularly during the early plannlng and implementation stages) and to step In, when necessary, to 

help resofve issues. 

States can also play an important technical assistance role. Often state officials may be aware of 

what has worked (or not worked) In other areas of the state, and can help to transfer some of the 

knowledge from prior experiences to as& local agency off&Is in establishing or enhancing 

cwrdlnatlon. 

Promote comoatlbilitv/inteamtion of automated Information evetern& One bar&r to 

coordlnatlon fdentffled by many agency offlclals Is lncompatibfe automated lnformatlon systems. 

lncompatlbllfty may stem from several factors: (1) agencies may collect dkferent data items on dients 



(e.g., demographic characteristics and outcome measures may varying across agencies). (2) agencies 

may have different types of automated systems (e.g.. local area networks v. mainframe systems), (3) 

agencies may use different types of software, and (4) agencies may have different procedures for data 

entry and reporting (e.g., one agency may have its eligibility workers enter data directly into the 

automated system as they interview clients, while another uses support staff to enter data after the client 

interview). 

Differences In data systems within states Is frequently mentioned as a barrier to coordination. 

Although programs can live with the costs imposed by Incompatible systems, states should make strong 

efforts to integrate data systems to avokl the communication probfems and wasted resources caused by 

incompatible data systems. 

Provide far cross-tminina of staff. The extent to which agencies can successfully Integrate 

operations of programs (e.g., Intake. ellgibilfty determination, service delivery, case management, job 

placement) depends, in part. on each agency understanding the mission and operations of the agencies 

coordinated with. For example, lf a JTPA and welfare agency are to develop a case management system 

involving integrated Intake and eligibility determination, assessment of client needs, and referral to 

relevant services, then the staff from each agency will need to be trained in the rules and procedures that 

each agency employs in managing clients. Careful planning may enable the agencies to reduce the 

differences in ,operational procedures across agencies, but are unlikely to eliminate all of the differences. 

States can hdp by prowding facllkles and funding for cross-training of staff. 

ae st enathenfna of local level coord E cou n m r ination efforta. States can directly encourage 

coordination at the local level in several ways. One approach is to directly fund local coordination 

efforts. For example. the State of Wisconsin encouraged SDAs in the state to establish Job Centers like 

the ones operated by the Southwest Wisconsin PIC by offering grants to interested SDAs. 

Coordination can also be encouraged by hddlng meetings where all local programs in a region 

meet to discuss common interests. Such meetings can help agencies learn more about other programs, 

discover common Interests. and dissipate mistrust that exists. Several projects In our sampre grew out of 

a conference sponsored by the State of Okfahoma where informal meetings were held between local 

agencies. 
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2. Recommendations Reoulrlmr Chanaes in Current Lwislation or Regulation 

States could make several changes to existing legislation or regulations to either promote 

coordination or reduce barriers to coordination at the state and local level. Particular emphasis should 

be placed in the fdlowing areas. 

Use the JTPA Derformance standards svstem to encoumae coordination. States can use 

their performance standards systems to encourage collaboration between agencies in several ways. 

Making sure that SDAs and the cdlaborating agencies all receive credit for positive outcomes will 

encourage coordination. as will basing six percent awards on serving participants assisted by other 

agencies (e.g., welfare recipients). For especially Innovative collaborative projects, the state may wish to 

modify the usual performance standards to encourage risky projects. 

Mandate ioint Dlannino and coordination emono state aaencieq. State legislative mandates 

to jointly plan and coordinate can be effective in promoting coordination at both the state and local 

levels. Within the JTPA program, wkh Is strong legislative mandate to coordinate, there has been a 

profiferation of coordination across the country. Such mandates provide agencies with the message that 

they must get together regulatfy with other agencies to look for ways to effectively link delivery of 

services for the benefk of the dlent and to reduce inefficlency. Similar mandates are needed for other 

state programs, so that coordination is not solely based on the willingness of state or local agency 

officials to take steps to coordinate. 

Make QeoomDhical boundaries of local Droammr coterminou& Many of those interviewed 

for this study felt that lt is conskferably easier for local agencies to coordinate programs when they serve 

the same geographic area. Cotermlnous boundaries reduce problems with serving ineligible populations 

and mean that agencies can design the same operatlonal procedures for their entire service area. 

Establishing identical boundaries for employment and tralnlng, education, wetfare, and other programs is 

likely to foster local cwrdlnatlon. We recognize that this recommendation will be difficult to achieve in 

some states because of polltlcal problems, but t deserves strong consideration. 

Provide greater ffexibilff in sharino credit for outcomes across aoenciec. In some states, 

only one agency can receive crsdlt for placements and other poskive outcomes. In such circumstances, 

agencies are often reluctant to collaborate with other agencies. Although states may not want to make it 
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tw easy to get credii for the work of other agenclw, granting c&if to all agencies that help a client is 

an excellent way to foster cdlaboration. 

3. Further Testlno of ADWOQChQQ 

There are several steps that states could take to further test innovative approaches to 

coordination. 

Provide fundino/amnts for innovative coordination orolectq. Similar to the federal 

government, states could provlde grants to support lnnovatfve projects that feature coordination among 

various state and local agencies providing employment and training services. These grants could be 

used to plan and Implement speclal coordination projects (see the se&on above on federal grants for 

examples of how such funding could be used). 

Provide funds for documentation and evsluation of lnnovstive coordination orolectr. States 

could make funds available for evaluating cwrdlnation projects, Such evaluations should assess the 

costs and benefits of such efforts, as well as detail the design of the initiative. possible local factors that 

might have affected the success (or failure) of the effort, and the steps that were taken to implement the 

inklatlve. The focus of such evaluations should be on estaMishlng whether the lnklatfve holds promise for 

other localftles (I.e., Is it successful and can ft be repllcated In other settings?). Results of such 

evaluation efforts should be widely disseminated to other locafkiw so that they can learn from the 

experiences of others. 

C. At the Local Level 

This study, and others that have proceeded k. have established the crklcal role that localities play 

In developing and Implementing coordination projects (see Chapter 2, ‘bottom-up cwrdlnatlon). Local 

agencies are generally on the Yront-fine’ In most cwrdinatlon projects (even thow that are “top-down” 

models of coordination). There are a number of things that can be done at the local level to foster 

cwrdinatlon. 

Develoo an undemtandino of the obleotives and ooemtlone of othsf WOamrW The extent 

to which local programs are able to coordinate is determined. in part, by the personaltitles of local 

officials and their knowledge of other programs. This is particularly the case in cwrdlnation efforts that 
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are of the ‘bottom-up’ variety. Coordination at the local level is often promoted by the simple fact that 

two administrators know each other personally and have a basic understanding of each other’s 

programs. It is difficult to envision how agencies might work together to reduce burdens on clients, 

enhance client outcomes, and better use available resources, without some knowledge of the other 

program -- its purposes, clients, services, service area and the methods that are used to deliver services. 

Wiih a good understanding of other programs in the locality, lt is much easier to identify opportunities for 

coordination and to develop creative sdutions to what might otherwise appear to be insurmountable 

barriers to coordination. 

Jncreaae ioint Dlannlna amona local aaenciee. The invdvement of agencies in joint planning 

committees has proven effective In many localities in enhancing coordination among local agencies. 

Joint planning among agencies generally enhances the understanding that agency officials have of other 

programs and provides an opportunity for agency officials to identlfy program areas that may lend 

themselves to coordination. In addition, the establishment of a routine schedule for convening joint 

planning meetings (e.g., monthly or quarterly), estaMishes an organizational structure (and forum) for 

focusing on how agencies can better work together and helps to ensure that there is fdlow-up to 

coordination plans that are introduced. 

Introduce cross-tminina of staff. The understanding that line staff have of other programs that 

an agency is cwrdinated with can be an important determinant of whether the coordination effort is 

successful. Particularfy in circumstances where agency operations are integrated, the understanding that 

agency staff have of the operations of the other program can be important in determining whether the 

two staffs work harmoniously together and can effectively serve each other’s dients. Cross-training 

sessions, which are Intended to give agency staff an understanding of the other (cwrdinatsd) agency’s 

objectfves and opemtlons, have been found to be of consMerable help In some localities. 

Document and evaluate coordination efforta. Local agencies can pray a central role in 

documenting their model of coordination and the results of the effort. It Is important for these agencies 

to document the steps that they go through to design and implement coordination projects. This should 

include careful tracking of the costs associated with establlshlng and maintaining coordination efforts 

(e.g., personnel, fadllty, equipment costs). Local agencies should also track the savings associated with 

coordination and the bsneftis to clients. The goal of such an effort should be to aswss whether the effort 



is cost-effective and how it might be further enhanced. This information should also be of assistance to 

other local agencies that mlgM be Interested In repilcatlng the project. 

D. Conclurionr 

Our research has Indicated that while many agencies are actively Involved in coordination 

projects across the country, there Is still much that can be done at the federal. state and local levels to 

strengthen and expand coordination. All levels of government can and should take steps to increase 

collaboration between agencies, but none need be held back by Inaction at other levels. Some of the 

recommendations discussed In this chapter can be Implemented quke easily. particularly the ones 

requlrlng no new legislation. The recommendations requiring new legislation will be more difficult to 

Implement, but we belleve they are likely to enhance the role of coordination In delivery of employment. 

tralnlng and other services at the state and local levels. 
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